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- 1. . INTRODUCTION L.

The origins of sex disc:iminaéion are varied and complex. They
may be cultural, sociological, psychological, or economic; they may be
. o ) personal or institutionalized. Whatever the source, the form, or the

. . reality, women embloyees are congcious of discrimination and groups

This challenge‘has its roots in the feminist movemeng of the

+  have formed to dhiallenge the status quo;
) . . "'t‘
early 1990@. In its simplest terms, feminism ia,the‘theorﬁ’that women E
should have the same economic, social, and poiitical rights as men. |
Feﬁinists haﬁe employed a Qariety of tactics to gain theqe.righ&s.

The wefegjs'liberationists of the 1960s chose sexual.emancipation as

2
¥

- an, expression of personal freedom. They picketed beauty contests and

in otﬁer ways gried to change the age old ihage of women.

'; mThé early feminists in America were.callec "sufffagieta" in rec-
“ognition of their crusade for the right of suffrage The elder gtates-
women of the campaign were Elizabeth Cady Stanton and Susan B. Anthony.
Both saw the vote as a way to achieve the otheg rights they- sought.

Thelir ba7tle began before the turn of the century and lasted for

‘seventy years. Neither woman lived to see it end.1

N

In the lqﬁg view of history the battle was a short one. Social

a

- 1SuffragiSts were called ' suffragettes by their detractors.

* This, and other information on page 1 was derived from American Women,
"4 vols. (New York: Cambridge Book Co., 1973), vol 1: American Women:
Their Image 1900 - 1930s, p. 33.

‘ -
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L4

change comes slowly; 1t does not‘keep pace with technology. Ogburn1 /!

defined this phenomenon as the "social lag." 1In a 1ater'pub11cation .
" < L4 .
2

Watson® described it in terms of grdyth rate, as shown in Figure 1.

Watson claimed that technological change has risen exponentially,

whereas social change reflects a lower order.( \ .

+

~

Technical

. Social
/

Rate of change

r»

. Beginning of
- . written History

Figure 1. lTechnological and sdc@al advance

, In exploring the phenomenon Watson posed two questions: "Why is

. there reluctance to change socilal patterns? What psychological factors

B

; . .
underlay the lag?" His answer was that some factors are personality .

characteristics; others are traits of the social system. oHé clagsified

-,

these factors as inertia, anxiety, unconscious,resistance, vested
- aq

P interests, and suspicion of the strange or unknown. Lewin3 referred

\

1Wi}1iam F. Ogburn, Social Change With Respect to Culture and
Original Nature (New York: B. W, Huebsch, 1922), p. 135.

2Gbodwin B. Watson, Social Péychology - Issues and Insights
(Philadelphia: Lippincott Co., 1966), pp. 533, 535.°

3Kurt Lewin, “Group Decisions and Social Change,” ed., Eleanor
E. Maccoby, Theodore M. Newcomb and Eugene L. Hartley, Readings in
Social Psychology (New York: Holt, Rinehart and Winston, Inc., 1947),
pp. 197-211. ' ’

*




occur.
cluding use of thd power structure.
. fully timed. For exnmple :
' | geek to embody their proposal igllayz
more succinctly: "Do stdteways change folkways?"
laws do not always prevail.
” ' \ Watson?
where i; has the support of a growing majority, a law or decree

lation. While a movement for change remains controversial, the

ment.

social change.
B . N 3 & .

. crimination. “The President's Commission on the Status of Women

formed in 1963, under the Kennedy Administration.

During the second session of the ninety—first Con%/kss, the two
appointed subcommittees to look into tﬁé ‘matter.

In the United States Senate, the Judiclary Committee held

3

.

ly1111am G. Sumner, Folkways (New York: Ginn & Co.;_1906)

2Watson, Social PSyéhologz,<p. 558.

-

to ‘these as counter~-forces which must be reduced before chance can

/,

[

4

ihere are a number of strategies for reducing resistance,uin—‘
However, stfategies must be care-
at what stage should advpcates of a-reform )
§;mner1 phrased this question

His. answer was that

N

suggested that after a reform has passed the midpoint,

will

greatly speed up the process of acceptance among the rest of the popu~

success

of related legislation depends upon the strength of political commit-

Such commitment develops ;Aowly when a reform involves profound

This notion 1s demonstrated in the issue of gex dis~

3

was

However, major Con-

gressional hearinéé on barriefs to employment were not held.until 1970.

houses

Y

» P. 97.

3y. S., President, BExecutive Order, “President's Commission on

the Status of Women,'" Federal Register, 28, no.
p. 11717. - .

T

11126, lepvember 19611k

™

8
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. . subcommittee hearings on the Equal Rights for WomenwAmendment 1 As an

eutgrowth of these: hearings the Citizens Advisory Counci1 on the-Status ',
\' 3

of Women2 was formgd.v A report of the_jindings of, these two bgdies~was

published in 1970. =,; Co - ' , .

. . S~ L
T . During the summer of l970 hearings were held in the Uaited States
LI . ) ." s .~

House of %fprqseﬁtatives ﬁy Green, the representative from Oregon

A

These heariqgs Wrovided insight into ' the nature -and scope of d1scrimi— ’

e
3 “ \

X . nation in eﬁuca&ion and employment opportunities for ‘women . ’ The=tran-
script of the hearings was edited by Stimpson3 and published in text

form. . The book-includes charts;wstudies, position papers and other~

.., NG
w Yo documents which show the- underutilization of professional personnel and

a

+

" the resultini economic loss due to gex discrimination. ?his general

-

. - recognition of sex discrimi%ation indicated a need for action research/

\ ©T N

in the area of Federal civilian employment

. Action research refers to specﬂfic probes 1nto organizational

o

N

- problems, with immediate feedback into the system. It is based on the
principles of, change theory A body of literature on change.fheory has 4 '
‘been produced over the past_ decade. In factﬁ, development ofﬁ change

. strategies has hecome a professional‘ﬁhder:aking. %or example, authors

B

Lo

. ly. s. Congress. Senate. Senate Judiciary Committee. The Equal
Rights for Women Amendment. Hearings before a subcommittee of the , Ly
* Senate Judiciary Commlttee Sen;if, on S. J. Res.. 61, 9tst Congress,

. 2ndasess 1970. A
.. % ’ Zi ‘ . ; .2‘~ (3,, . (;\ft

, : o 163
: - 2¢1tiAns Advisory Council on the Status of Women, Report of the . .
. Council, Equal Rights Amendment - What It Will And Won't Do, . (Wash E
. " D. C.: U. S, Dept. of Labor, 1970). - ol \\

, SCatherine R. Stimpson, ed., D1scrimination Against Women (Ann
- Arbor, Mich.: R. R. Bowker Co., 1973) . 3

/ \

=4
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-such es,Mann.and Neffl have;published worksﬁop'manuals for uselin train-
ing professionel change'agents. 'like other authots in the tield, Mann
anh Neff heve recommended the'use'oé professional-agentsghboth.tat-
diagnosing the proolem and for_developing and%implementing ;hange
. Ny 3 , .
I",'strategies; ﬁzhey~neve pointed; .in particolar, to the ingreased objeo-

tivity of professional change agents who bring to the problem the per-

£ .
'

spective of the outsider. 'However, outside change agents réquire
. €« g * . .

- special employment arrangements. This means thatdmanagement must be
.'eomMLtted to ghanging the existing sitoetion. However, iniPederal cinil'
'serpicei over 95 percent'oflmanaéement positions dre occupiedﬂ%y males.
At this time, it iq@prooably unrealistic'to expeot wide-spread hiring

ot change agen%s for alleviation of sex discrimination in Federal.
employment. Foﬁ this reason it is important‘that female Federal em;

ployees develop -the talent and initiative for implementing change To

¢

facilitate this, some guidelines are needed

~ This.research was unde;taken in response to that need. As a
start, an-effott was made to clearly identify, the ptoblem in areas most
'likely‘to tespond”to change. In the following sections the challenge

N confronting?Women.in Federal civil service is developed more fully.

The: Nature of the Problem

4

A major challenge“confronting women in Federal’civil service 1is

o

the problem of OVercoming prejudicial barriers to career advancement.
R s -i*f~
Increased opportunities forchigher education have weakened the barriers

“

% lFloyd.LA Mann and Franklin W. Neff, Managi g Major Change in
f*Organizations (Ann Arbor, Mich. Foundation for Research on Human Be-
havior, 1961), p. 2.

"Ly




"l

\women have not found the commission sufficiently effective,:mainly befﬁ

. ' o
by increasing the riumber of professional women avallable for management
positions.1 However, women_are not gaining entrance into'these posi-

tions in -any large numbers: According to civil service statistics re-

v

portediin'March 1975, women represent'only 4.5 percent of Federal em-
ployees in grades GS 13 and above.%‘ That the existing merit promotion

system has failed to protect: women from prejudicial prﬁctices ean also )
2 Y4 v
be seen by the increasing number of sex discrimination complaints filed

with the United States Civil Service Coqmission. On the other hand,

%y, -

-

‘ ' o . ‘ -
ause it doed not use its power to compel compliance.3 The dilemma,
therefore, is..Should strategies be developdd to alleviate sex dis-

crimination within the agencies or should khe existing legal structure

e »

be strengthened to respond more effectively to prejudicial acts?4

4

', K. Patricia Cross, "Women» Want Equality in Higher Education,
Educational Horizons, 52 (Winter 1973-74): 72.

-~U ‘'S. President, "Memorandum for Heads of Departments and

," Weekly Compilation of Presidential Documents, 11, no. 10,
75 National Archives and Records’ Service, (Washington, D. C.
Government Printing Office, 1975), p. 244.

oo

30. s. Commission'on Civil Rights. The Féderal Civil Rights En-
forcement Effort - 1974. A Report of the U. S. Commission on Civil -~
Rights to Eliminate Employment Discrimination, 5 (July 1975): 67, 514~
22. The 1972 amendments to the Civil Rights Act of 1964 extended '
coverage to public employees, but assigned enforcement of public employ-
ment anti-discrimination to U. S. Civil SerVice Commission.  The Equal

Employment Opportunity Commission enforces anti-discrimination in the
private sector.

-

QA number ‘of suggestions for changing the “system" were proposed

’ by‘Harry'Kranz in his article, "Are Merit and Equity Compatible?,"

Public Administration Review; no. 5 (Sept./Oct. 1974): 434+40. Kranz

pointed out that the Civil Service Commission permits goals, timetables,
etc., but ‘that restrictive regulations minimize the utility of these
procedures, In addition, the Commission has shown little interest in
promoting or monitoring the progress that various agencies are making
toward these goals The proposals in the Kranz article would indeed
help to overcome prejudicial barriers. The question is: When, will they
be implemented? ’




. - . Yy 7 . .- ' . ) , , * ?.' -
There is no_simple solution toithis complex situation.’ As stated
earlier, social change comes slowly but so does legal action. At some

point each is required. The research study addressed the problem of

: prejudi@ barrfers in the- contex,t of change from within the agenciles.

) ” ' . Purﬁose ‘ ’ U ,
h This research wa§ an initial step t0wara the alleviation of preju—
L dicial barriers to career advancement for women. The objettive was to
develop and implement strategies for .the aileviation of sex discrimina-
tion in,prometion‘and training opportunities, in two Federal civilian
agencies; In"order-to increaee utility and generality, evaluation
research was.also undertaken.

Singe most Federal civilian agencies are subject to the‘general
rules and regulationS‘of civil service, change strategies neveloped in
the stuz} shoyld be applicéable to other agencies. This was an impor-
tant consideration of the study. -

—'JAnother purpose of the study wasito create change from within the
agenciee. The problem of sex diecrimination has a long history and the
record shows that few menﬂhave crusaded against it, It is not reaeen-
ljmle, therefore, to expect wiae-epread hiring of outside change agents
by the predominantly male management of Federal civil service.

It was not the nurpose of the research to proyide a fully

structured and operational procees for reducing prejudicial barriers.

The intent was to create specific instances of change as an impetus for

more profound change.
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" oﬁia single Federal executive department. A single grade level was

Lwill provide\the basis for special surveys or other investigations

‘considered less imporfant than depth. PR ., . ‘ e

-change in o;der to avoid bringing about counter—inducements.

' be replicated by pefmission in these br other agencies.

- o o ) . .

The Scope and ﬁimitations.of the’Studz

L4 a "‘I

Both sections of the study were restricted in scope. The empiri-
-

cal part of Epe research was limited to one grade level in two agencies

: _ - ’ \
used in order to keep the research within reasonaple time and size
. ‘ ' . ' V.

‘ . . . .
limitations, and at the same time develop benchmark data. These data
. I8

’
~

needed to stabilize the change. For this reason comprehensivenhess was

v

The implementation and evaluation of change was limited to two

elements. This limitation was part of the strategy,‘and was consistent

with the notions of change theory that sdhgest introduction of gradual
1

%

Due to the sensitive nature of the reseateb problem, the study

L

agencles were not identified in the dissertatio[. Howeves, management

personnel in both agencies weqe aware of the research. Thélnames of

i»{ 97 LY

the agencies may be obtained in. oral\communication and the reSearch may

Because respondents were fearful of retaliation from tﬁeir super-

’

visors, no personal identification appeared on the questionnaires. A
\ .

’

1Kurt Lewin, "Group Dynamics," ed\, Maccoby, Newcomb and Hartley,
Readings in Social Psychology, pp. 197-211. Another theory holds that -

it is best to make changes at once - not| gradual or:piecemeal - and

get the resistance over with quickly, 15 was the opinion of psychol-
ogists in relation to the implementation. of the Supreme Court order
(July 1954) on tracial integrdtion in schools, according to Watson,
Social Psychology, p. 558. The gradualist approach seemed a better

choice for this'study, however, due to the lack of management commit-,
ment or assured legal backing.

i} " ) . ' . ¥
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‘control system was established through the interviewers. -8

9
1

-
.

.

. ‘Definition 6f Terms

v

~

Change Thquzs This refers to pndnciples for planned change, under

which strategles can be deveLoped for defining the objectives of the

@

change and for devising tactics designed to achieve the ,desired goal.

Change Period: The 'fifteen weeks between the release of the policy

_research report and the beginning of the evaluation research.. This

was the period used for testing the hypotheses. <

Competitive andtNoncompetitive Promotions: Ihe Federal service is

N ”

AW b . .. . ’
divided into several pay classification systems. The General Sched-
. . - I . : .
' ule (GS) system covers most white col¥ar jobs and accounts for about

half of the total Federal employment. The GS system is.divided into

(/ eighteen pay levels, or grades, defined by statute according to the
2

degree of.resbonsibility or skill required at each level.

As a rule, "pro¥essional” employees are hired'at the GS 5 or GS 7
,f) h}

-3

olevel with the understanding that thé} wiil receive’promotions up to

the GS 12 level, providing their work is satisfactory? Thus, up,f/

- N

o

through GS 12 an emp1§§ee does not have to compete against other

persons’ for a promotion Therefore, in this study promotions .

—

’

. 1Usual_ly a respondent's name or a unique code is entered .on the
questionnaire for control purposes and for follow-up in case items on
the questionnaire have been omitted in error. For this study, no names
or. codes were recorded. Therefore, interviewers were instructed to
make a careful edit of the form beforé/terminating the interview. In |
addition, interviewers recorded the total number of completed inter-
views and classified the noninterviews as in- o out—of—scope The -
author aintained only a numerical control, which contain®d no names
or resp&bdent codes. This extraordinary concern for privacy was neces-
sary because of the general fear of retaliation by supervisors.

2y, s. Commission on Civil Rights, Enforcement Effort - 1974,
PP- @12 422,

2 . * -

18 , :

—
7
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' . . . . L4 ) . .
through GS 12 were referred\to as "noncompetitive."

L .
\'3' o )

According to the merit system in civil service when filling a va-

cancy for positions: at, GS 13 and above eligible candidates within
' b
Y
or outside the agency mayvbe considered. ?romotion to GS .13 is‘not,

" automatic. Therefore; in this study GS 13 promotions were referred
© Ve . —

“to as competitiqg,a " ° : !
v ' ~
- For greater detail refer 5 CSC, Bulletin No. 250-5, Assuring the

’¥‘

’ Integrity of the’ Mbrit Sy tem, 7 November 1974. \

: C0ntemporary Effectsn Th s«m&fers to factors.in .the study environment

tet
; ‘

.

° which may influence thﬁ*tqpults of the study, but for ‘which the
/

¥ b

degree of influence;is &ifficult to measure. Arbitrary attitudinaf

changes is an.example n£ this, and one which-'was of particular con- ,
A '8, '. b &

\Another example is apathy resulting from frus-

tration, ‘as exampfe,‘from continuing discrimination.

%

Federal Civilian Egencies._ This refers to agencies under Federal civil
-1 &
service tules~§hd regulations;”for example, the Bureau of Standards

in the United States Department of Cémmerce.

‘;‘ If’ 9

Grade: General schedule positions in the Federal civil service are

classified into 1eve1s or grades gccording-tolcertain criteria, such

4

as type of‘duties, responsibilities, and pay scale.

Professional Pesitions: These are the positions held by professionally

trained persons in the Federal civil service; for example, econo-
mists, statisticians and psychologists. Managerial, executive;'andy
\mdst supervisory positiofis are also considered proféssional. By

- contrast, clerical and secretarial positions are considered non-

professional.
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. - Strategy: As used in this dissertation, 5trateg¥ i4s a plan or method.

‘ 3

for systemégically bringing about ghange.‘ £

-

. . Hypotheses

There were four hypotheses of the policy research, based on
. . . N
change attributable to the action of the study, as measutred in the

evaluation research. X "

Hypothesis 1: During the change period, the number of women promoted

. -~ :
to grade 13 would exceed the average increase during a comparable

period of 1974 by 10 percent or more.

) o Hypothesis 2: There would be an increase of‘lo percent or more)\i& the -
5 ) number of women in grade’lz-po?itiOns scheduled to attend goverhmént‘

management training coursés in 1976, as compared to” the number that

attended in 1975. °

-

Hypothesis 3: 'After the change period, there would be a decrease of

10 percent or more in the numBer of women in grade 12 positions who
4 . .

perceive themselves as '"presently discriminated against."

gyp;thesis 4: There would be a pollcy change “in the study agengies,

so that eligible persons would be notified before a position is filled.

. : Assumptions ’ . .
#

The following basic assumptions were made: .

) (1) The estimate of promotions to grade 13, promulé;ted~in the 1975
Equal Employmenﬁ‘Opportunity Plan, were realistic. (Thié document was
used for extracfing "extranebus" promotions to determine if the change - ©
S could reasonablf-be attributed to the change process.) .

+
P (2) « Womep would knbw if they were scheduled for management training

. . " 1in 1976 and would accept training. assignments as an objective of




' (3) No change in civil service rules would occur that would interfere

(5) Records could be obtained to establish a Basfg_for'recognition of

equal opportunity.

a3

with valid comparison of 1975-1976 schedules for management training.’
(4) Contemporary effects would not be excessive to the point of con- . -
fohnding résultg, in felation to the third hypothegis. .The complex and
s . . .
controversial nature of the problem was cause for concern.
f ' , -

. , ; ’ .
the policy change specified in the fourth hypothesis. o,
’ ‘ : . N 5

L} * -

"' .
o Regearch Methodology /

-

Two types of action research were useﬁ in this étudng The first.
T ‘
was, policy research which dealt with the development and implementation- ¢

of strategies. The second, evaluation research, was undertaken to

* measure the resuléé of the policy research and to6 introduce feedback

into the system. The methodology déscribea here refers to both research
* \

efforts. - -

The interviéw was the primary research técﬁ%ique employed in the
empirical portiom of. the policy research. In order to structure the
interview a questionnaire was employed. However, each person inter-
viewed was encouraged to speak freely én topics related to the ;esearch.
The questionnaire was designed with several oéen—ended questions for
this purpose. Interviewers were instructed to e?it qﬁestionnaires be-
fore %xcl_uding the interview. 1;10 follow-up of individual items was
possible since.respondents were not identified on the queséionnaire.

Empirical research, using.;n ipterview schedule, wag'also planned

for the evaluation research. This would have provided a duai system .

study. However, due to changes in the study environment that causqgw

‘. )
: &
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severely disruptf%e cont mpOrary effects,‘the'interview teehnique was

replaced byfa records_check and comparative‘analyses. . #

e Another technique used in the study*was extensive lfbrary re-

»

'search This regearch WaB undertaken to. provide background and suppprt

~ "
material for various phases of the study, ‘particularly for the develop— °

- »

mezpt of’ st*‘fategies . : . .

.

In cOnnection with Chapter III, a preliminary revieq was con= .

] e

ducted in the study agencieg to obtain information on the nature and
8 e

scope of thevproblem. The techniques used inﬁthis informatiOn gather—
R . .

~

fng stage included a records search and unstructured interviews:
’ A

-~
-

. ' o Summagzx
There exists a 1arge body of literature on. change theory, in-
cluding the social psychology of change, resistan<§?hp change, and
magaging social change in organizations.. In general, the literature
suggests the use of an outside change agent, preferably a professional
in the field. There exists no guidelines specifically designed for
‘women employees to create change from within a Federaftorganization.

And yet it would seem that, if women employees accept the challenge

>

before-them, such a resource is sine qua non for‘crg?ting change. It

is upon this assumption that the major henefits of this study rest.
‘The study is of little value if wonen employees reject the role

of change agent. It is women,.not men, who have crfisaded for equal

rights for women. But men occupy over 95 percent of top mahagement

-

'positions in Federal civil service. Thus,'if outside’ change agents are

i

employed, men must hire them: It is not realistic to expect this to

| 8

occur in any largé measure under existing conditions. This notion and
e . .
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other rationale for the study were diﬁfussed in Chapter I.

The chapters that follow presént backgroupyd information on thg T
. .

-\ problem of”prejudicc, concepts of change theof&, and details of the
P “ - ’

'study‘fesearch. Chapter II contains a review of &he literature. There
. . : ]
, are two sections; the first part provides insight into the nature of -
prejudice and sgg/second part explores changé theory. Methodology and

- procedures are discussed in Chapters fII and IV. Chapter III deals
- . ’ '
.. with the policy research, which includes the development and implemen-

. ; . . . -
; tation of,ptrategies and methodology for %pe related empirical research.

It also provides a description of those parts.of the internal and ex-

a .

ternal environmentiwhibh impacted on the study. Chapter IV examines =4

‘the environment after the application of change strategies and descrihes
- the evaluation re;ed}ch. The empirical findip%s from the policy re-

\\ : gsearch and the results of the evaluation research appear im Chapter V.

A summary of the results and concluisions developed during the study

are presented in Chapter VI.

- V : . =
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II. LITERATURE RESEARCH
.

The research study fdcused on the problem of sex discrimination,

both as it was perceived and as it was manifested in the study agencies. ‘
L 4

The intent was not to prove.that prejudicial barriers existed but .

[ad

rather to deal with them in the context of change theory.
- These two subjects — prejudice and change theory - were rqgfarched
in depth. A summary of the literature on prejudice appears in" the first =,

section of this chapter. It provides backgrdund on the nature of the
. . - N .
problem. = Strategies based on change theory‘@ere utilized to attack the

problem in the study agencies. A summary of literature on change theory

[N

appears in the second section of the chapter.

The Nature ofyPrejudice

_ Thé word prejudice is derived from the latin noun praejudiciym,
& . :
which the ancients defined as precedent -~ a judgement based on previous

L
hasty judgement, To 'this was later added the emotional content *of

L ! 3

favorableness or. unfavbrableness that accompanies’nnsupported Judge-

t 3

ecisions. In MiddlefEnglish it acquired the meaning of premature or

ment. The transition of the term was discussed by Allporty in his’
Aeclectic theory of prejudice.
' 8imply stated, prejudice is thinking 11l of others without suf-

ficient reason. This definition has two essential ingredients -
. ., ] l )

lgordon W. Allport, The Nature of Prejudice (Cambridge, Mass..
Addison-Wesley Pub, Co., 1954), pp. 6, 8, 12. ,

] ’ .

P e aalate SRS S SR e.‘.,,,.,.ic:dr‘
. .




‘who regarded prejudice as "rash judgement" but recognized a continuum

16 ) . ¢

unfounded judgement and a feeling tone. According to LaForgel; a

Jesuit priest, this definition was derived from the Thomistic moralists,

~
J
2

from prejudgement to prejudice.

‘Prejudgement implies a lack of knowledge. Allportz'cited thgee

examples of this:

(1)f‘0§ercateg9rization, which he defined as.”given a thimbleful of

facts we rush to make generalizations as large as a, tub." .

PR -

(2) Misconceptions.

(3) Blind conformity with prevailing folkways. . - - v

Prejudgement becomes prejudice only if it is not reversible when

exposed to new knowledge . This often -occurs when a third ingredient

is present Allmgrt called this "functional significance!'; that is, ?
the prejudice fulﬁil&s a,specific irrational function for its bearer
Thus 1t serves a private, self-gratifying purpose, which helps to-
direct the way in which the prejudice is acted out. o
L3 / v
T i

Allport classified actfng out. of prejudice according-tq the
degree of hostility manifested ‘He Suggested five categories:

(1) Antilocution - talking -about prejudice.

(2) Avoidance - avoiding the disliked group.

(3) Discrimination - making detrimental distinctions of an‘active sort.
) Physical attack - attacking individually or in gangs s
(5) Extermination - killing Lynchings and the Httlerian program of -

genocide are examples of this.

and Green, 1945), p. 174.

N

130hn LaForge, Race Question and the Negro (Neb~YQrk: Longmans

2p11port, Prejudice, pp. 9, 14, 15.
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Discrimination may be further classified as pergonal or institu-
~ . ’ " . . . .
tionalized. Racial segregation 1s a form of institutionalized discrim-

- . : [] : ' .
ination, as is systematic exclusion of women from certain professions

[

. or from career advancement.,' / < a K -

Il
-

Diacrimination occurs only when individuals or groups are denied
equality‘pf treatment which they desire Howeve;, this desife may be
masked, along with frustration and resentment against the discriminat—
ing individual or society. There are various forms of masking, such
as giggling, subservient or childish responses, and vacuous staring.
These overt responses are accommodations and, to the trained obserVer,
expose the pernicious nature of discriminationl For example, in ref—
erence to blacks, Allport1 said:

So well may they hide their resentment that to the superficial

eye they appear completely satisfied with their lot. The mask
of contentment is their means of survival. (Italics mine.)

-

This:also points out the~interpenetrating nature of his classifications.
C ?

The act of discrimination may carry the ‘threat of extermination. For'

@

women this is more likely to be symbolic or to take the form of indi—

vidual "attack. ‘ ‘

oy

e
w

Personality Factors
For some people ~ misogynists among them - sex—grouping remains
impof&ant throughout their lives. Women are viewed ag a wholly differ-

ent spédcies. Sex differences are greatly exaggerated and are inflated

into imaginary d{stinctions that justify discrimination. This, and,
. ; NS

other forms of stereotyping are notlidentical with prejudice. They -are’
. 1 ] . : :
primarily rationalizers which are adapted to the prevailing temper of

Va

€

l1bid., p..146:

26
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prejudice or. the needs of thﬁlsituation. The prejudiced personality,

L)

- + “1in terms of social learning, has been explored by Murphy, Humphrey,

N

Myrdal, and Neugarten, as well as Allport.1 Theories developed by 72

TRV » ,. . these authors were resethed for this study. i

Socio-cultural Factors

‘,

'wmphasis is one approach to understanding prejudice.

- . e e
o N

A . It focuses on thg current forces and acts as a mirror image of what one

sees around ong.v Thus in the empl;ymene situatigg, hostility is pri— ‘

marily in terms of prevailing economic competition.. It is manifested,
for examgle, in excluding women from certain types of occupations or
,from;career development opportunities. 6ther examples of situations .'
‘which arouse prejudicial hostility are social mobility, types of con; 7 -
tact by the disliked group, or density of the group.

In addition, to the situation emphasis, there are various other

theories of prejudice. Allport favored an eclectic approach which he

described as "a ring of keys each of which opens ofie gate of understand-
. . .6

. 'ing. JHis diagramatic view of various approaches is shown on the fol-

lowing page, along with a brief summary of explanations by Allport and

other authors, including Parsons and Shils.2

~

v

1Gardner Murphy, In the Minds of Men (New York' Basic Books
.1953), pp. 219-25; Gunnar Myrdal, An American Dilemma, 4 vols. (New York:
Harper & Row), 1 (1944) 667;.Norman D. Humphrey, "American Race and
.  Caste," Psychiatry, vol. '2, no. 2. (May 1941), pp. 159-60; Bernice L.
. S Neugarten, "Social Class and riendship Among School Children," American'
Journal of Sociology 51 (1946): 305-13; Allport, rejudice, p. 207.

S

2Gordon W. Allport, "Prejudice‘ A Problem in Psychological and

.*\ o Social Causation,” Journal of Social Issues 4, supplement (1950): 25; .
- . — Talcott Parsons and Edward A. Shils, Toward a Theory of Social Action, Cos

4 vols. (Cambridge Mass.. Harvard Univ. Press), 4 (1951):

-
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o The first approach shown in Figure 2 is the historical view.

o
B

Historians insist that only the total background of a conflict can lead

. X to its understanding. They tend to stress the importance of economic
L] ) »
- O

determinants, such as the exploitation theory of prejudice helq by the

Marxists. This theory refers to ratfionalized exploitation. Coxl de-

rin sciibed it as the practice of stigmatizing some groups as inferior so

that the exploitation of the gromp itself or its resources méy be justi-
/ . ,

-

fied. CL S ) 1

The soclocultural emphasis islon the total social context in

. .
which préjudicial attitudes develop. Rose? described this approach in

loliver C. Cox, Caste, Class, Race (lNew York: Doubleday & Co., )
1948), p. 393. _ . ‘ , i

ZArnold M. Rose, ?Anti-Semitism's‘%oot-in City-hatred,"‘Commentagz
6 (1948): 374-78. - <

28




_between the groups.

PN 20
. P
relation to anti-Semitism. He-said that prejudicial attitudes develop

from traditions, .relative upward mobility in out-groups and in-groups,

density of the population concerﬁé&, and the type of contact that exists
, ~ . ,

The situational emphasis was described earlier. Allport:1 pointed

, out that_ if the historic emphasis’ 1s subtracted from the sociocultural

émphasis* what 18 left 1is situational. In this approach.the historic

emphasis on past pgtterns is replaced bﬁ an_emphasis on current forces:

,.

u?

The psychodynamic approach emphasiﬁes stress causation in human .

nature. This is derived from the philospphy of Hobbes‘which places the -

‘sources 'of ‘conflict in economic advantage, fear and defensiveness, and
P 3 .

désire for status (pride): ‘Bettelheim and Janowit:z2 cited the vehement
prejudice of unémpioyed world War II veteran, to demonstrate the role

of frustratiqg&in causing,vor intensifying, prejudice. The frustration

\ .
-~

-, theory 1s sometimes known as the scapegoat theory. The notion that

frustration and deprivation lead to hostile impulses was eiplained by

S

. Tolman3 1a terms of "narroﬁipg'bf,ouf cognitive map due to too strong

C } -
motivations or to too intense frustration." Allport4 pointed dut the

character structure aspect of this theory. Imsecure and anxious peﬂg

. sonalities who adopt the authoritarian and exclusionist way of life

develop prejudice as an important feature in their lives."

. - : ' - \
’ 1Allport, Prejudice, p. 207.

2Bruno Bettelheim and Morris 3anowitz, Dynamicé of Prejudice: A

Psychological and Saciological Study of Veterang (New York: Harper &

. Row, 1950), p. 82.

&

3gdward C. Tolman, "Cognitive Maps in Rats and Men," Psychology.
Review 55 (1943):

4Allpor»t‘ rejudice, p. 215.
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In. the phenomenological emphasis, alperson's-conduct proceeds
immediately from the view of the situation confronting him‘orrher."The
response to the world conforms to the person's definitionm of the world.
Thus d;person applies labels and believes them.

The stimulus object approach refers to the earned reputation
theory It subscribes to the notion that the despised group mﬁy pro-
voke dislike and hostility A modification of this is the interactive |
theory -  that hostile attitudes are in part determined by the nature of
the stimulus and in part by considerations essentially irrelevant to
the stimulus. Zawadqgi{ described the interactive theory, using scape-

°

goating as the irrelevant stimulus.

In synthesizing these theories, Allport2 pointed to the general

law applying to all social phenomena, that multiple causation 1§ in-

wvariably at work, "...and nowhere is the law more glearly applicable

than to prejudice.

The eclectic approach. recognizes the validity of each of the
other approaches but emphasizes the impact of variable factors. Thus,.
in systematically excluding women from career opportunities, a govern-
ment official may'be demonstrating the situational emphasis, the stimu-
lus object emphasis, the historical emphasis, or some combination of o
these. Multiple causation 1s basic to the eclectic approach .
In subscribing to the ec%ectic theory, alleviation of discrimina- -

tion becOmes more complex. A rich diversity of strategles 1s needed to

compliment the various approdches in Figure 2. This is necessary,

PEU 4
-y

1Bohdan Zawadski, "Limitations of the Scapegoat Theory of Preju-
dice," Journal of Abnormal and Social Psychology 43 (1948): 127-141.

2Allport,’ Prejudice, p. 218.
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whether bne is éoné&dering the £;11 array_of discriminatory practices =
or concentrating on particular elements. .

- The primary elements considexed in this study involved barriers
to career dévelopment for womeﬁ in Federal civil service. In particu-

‘lar, theﬁlegal;and economic issues were explored.
Y + v A L.

Economic Factors ’ .

There are’ a.number of theories that deal wifﬁ the effect of dis-

'

crimination on the economy; some emphasize conditions of supply, -others
of demand. Mnddenl bresented a geries of models in which the effects of

prejudiée were examined in relation to free trade. She indicated that:

vy ff' ’ N
When discrimination exists the discriminating society is willing

to pay a premiuln, comparable to a tariff in international trade,
to avoid assoclation with the society discriminated against.

-

The premium one pays can be measured in terms of a discriminagion

coefficient, in which the size of the coefficient reflects the extent
x 3 . ~ 7

of discrimination. The effect of disc;}minat;on 1s similar to fhat of
!\ - - s =ik ’ .

tariffs, which hold trades below free trade levels and reduce output

‘through inefficient -distribution of résources.

w0

« Becker? defined the discrimination coefficient as a measure of

"“"the taste of discrimination," which he demonstrated in t;rms of wage
;atés. In his modél he showed that ;isérimination coefficients (DC)
ﬂhterdt% with elements in the market - its structure; the distribution
of ihdividuél differences in tas?e,_and the quantitative sighificance

of the "discriminated against" - to determine a market discrimination

lianice F. Madden, The Economics of Sex Discrimination (Lexington,
Mass.: Lexington Books, 1973), p. 38. Vg

2Gary S. Becker, The Economics of Discrimination (Chicago: Univ.

of Chicago Press, 1971), p. 137.
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coefficient (MDC). This provides a measure of the proportional dif-

ference in wage rates, w_h‘h is quantitatively measured by the formula:

An

W - MM
MCD = m

where Tw and TN represent the equilibrium wages of the discriminators
. Dus s BT LY nk g AL 4
(w) and the discriminated against (n), respectively.

The point Becker made is that discrimination is a restrictive

practice that interrupts free trade between two independent societies,

~capi;al intensive (w) and labor inténsive (n). If there were no dis-

crimination’ that is if free trade existed, each factor would receive
payment equal to the value of its marginal product.

Madden1 examined Becker's model, and several others, in terms of
the effect on economic factors produced by discrimination against women
employees. She raised an interesting point about Becker's model. When
an occupation is o;ZE to both males:and females, the result should be.
that over time oniy females would be hired. Thié w;uld occur because
"male applicants would demand a ﬁfemium-fpr workiné?with females." -The
increasing competition for femaleé would bid wageé/up and the differen-
tial would tend to decrease over time. - Since th%% does not occur in-
Becker's model, Maddenksuggestéd the possibility tpét the %oss to soclety

from discrimination may be shifted to the victims of that discrimination.

, .
1Madden, Economics, p. 42.° Becker's model 1is one'o{ﬁsevergl mod-

els described by Madden, along with the strengths and weak
each. As with ‘ofher economic issues, there is agreement J¥ disagree-
ment with Becker's model. For additional evaluation and dfpcussion on
the model, particularly in reference to the dual market a ?@ifferenti—

. ated observations about labor market sectors and strata, see David M.

Gordon, Theories of Poverty and Underemployment (Lexington, Mass.:

D. C. Heath & Co., 1972), p. 123. For a related discussion on edonomic
inequality and status see S. M. Miller and Pamela A. Roby, Future of
Inequality (New York: Basic Books, Inc., 1970), pp. 4-5, 42-43, 218-21.

) v
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Demographic Issues

It is important to realize that the economic loss to society may

P

be shifted to women but the burden 1is shared by mnles and females,

especially the young ‘

In the United States, in March l974 thirteen and one~half million

mothers of children under eighteen were either working or iooking for -
[ ' : ’

- work. Almost twenty-seven million children were in this"group. When

asked the main reason for working away from home, more than half of the

mothers cited economic necessity.1

Another important statistic'is the number of families in the
United States'hea%fd by a woman. In 1955 there were 4.2 million of
thege families aggjin 1973 there Weté'G 6 million - an increase of 56

percent. In recent years theif growth rate has been notable. The in—

e

_ crease during the first third of the l9709 (1. 0 million) was nearly '

A

équal to the increase durin§ the previous decade (1.1 million).
éddition, the median age of'women who head families declined by five
years during the period 1960-1973, while the number of ‘women who had

completed four or more years of college increased by nearly fifty per-

& . :
cent during the same periqd.2
In summary, the statistics indicate a very rapid increase over

the last several years in the number of female heads of families. ‘

, 1U. S. Department of Labor, Bureau of Labor Statistics, Children
of. Workiné Mothérs, March 1974, Special Labor Force Report 174,
Pp. 64-65.

I

2The statistics in this section.are derived from the ‘following
source, unless stated otherwise: U. S. Department of-Gommerce, Bureau
of the Census, Female Family Heads, Current Population Reports, Series
23, No. 50, (Washington D. C.: Government Printing Office, 1974), e

pp. 6, 15=16. : : ) S~
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These females are increasingly younger and better educated and, for a
. \é.

large proportion of them, work is annedonomic necessity. The number

and characteristics of women in the work force are undergoing a sub-

~

.

g

stantial change.
Thete aré approximately 78. 6‘million females, aged sixteen and L

over, in the United States; 45 percent of them are in the labor force.

Women comprise 38 percent of the labor force but they are concentrated

in a very small number of oe:upations. Bem and Bemllreported that 78

. .’ -
percent of all working women are employed as clerhcal workers, service

. . v |
workers, factory workers, and sales clerks. Four/ million women are
glassified’a% professional or technical workers, but nearly 75 percent -

of these are nurses or non-college teachers, which the authors re?er to
. - -

as quasi-professions. ' Fewer than 1 percent of all working women are in
o

the "higher" professions such’as doctors, lawyers, scientists, and col-
lege professors. In management occupations only 4 percent are women,

most of whom are managing small retail'storesgz'“

Economic statistics describefpp similar situation. In 1971 ithe

N

median income of full-time women'yorkersﬂwas $5,701; for men this fig~
. . &

ure was almost $4,000 higher. Furthermore, the gap has steadily in-

creased. In 1960 the dqllar difference was a little over $2,100; ini

1966 it was a little over $2, 900.3 According to the United States. '

o

1Sandra L. Bem and Daryl J. Bem, Training the Woman to Know Her
Place: the Social Antecedents of Women in the World of Work (Harrlson, -

Pa,: Department of Education, Box 911, 1974), pp. 2-3. -

-
2U S Department of Labor, Wage and Labor Standards Administra-
tion, Women's Bureau, Handbook on Women Workers, Bulletin 294 (1969),

p. 1. . .9

3. S. Department of Commerce, Bureau of the éensus, Poc et Data
Book U.S.A. (Washington, D. C.: U. S. Government Printing Office, 1973),
pp. 133, 139. .. e Bl
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'~$250,006'in back pay to women selector-packers. This sum reflected the’

~ . » . * 26

- 2
Departmerl of Labor, in 1970 a female college graduate working full-fime

could expéct to earn less per year than a male high-school dropout.1

Bem and ﬂépz attributed the pay differential to two basic reasons. .

- N

First, in évery occupation categofy, wépeh are cohﬁfntrated in the
. 4 ‘

lower—paid positions. oThis even applies in the clerical field,. where ~
' N . .
73 percent of the employees are women. Female clerical workers are .

assigned to lower-status pésitlons and, as a consequence, earn about 65
percent of the wages earned by males in clerical occupations. The secs

ond .reason for the pay differe?tial is clear discrimination - unequal

t
s

pay for equal work.

N m:'.), ’ ’ | . J

%egal Issueé
.‘ New lagg havg ségp enagted that address both of the gituations
mentioned. fﬁe Equal Pay Act -of 1963 prohibits‘discrimination on the
basis Sf sex"in the payment of wages for "equal wérk;,regui;ing equal
sk1ll, effort, and responsibility under similar working conditions in
the séme estai:lishment."3 T a landmark ruling, May 1970, the United

-States Supreme Court ordered”a New Jersey giass cdmpanzﬂto_distribute
K} ’

—

L4 [, . ’
/7 21.5 cents per hour differéhtial pay that men had been recelving.

) S;;}Iar cases have been tried in the lower courts, or settled out of

[

1u. S. Department of Labor, Wage and Labor Standards Administra-
tion, Women's Bureau, Fact Sheet on Earnings Gap (February 1970), p. 1.

aBgm and Bem, Training the Woman, p. 3.

9

3. s. Department of Labor, Employment Standards Administration,
Women's Board, Brief Highlights of Major Federal Laws and Order on Sex
nDiscrimin'ation (June 1974), p. 1.
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court. However, an estimated $17 miliion is still owed to women in-
1 ] \ -

Ag of July 1, i972, the ptotectioé of the Equal Pay Act was ex-
tended t; executive, administrative, and'professional’emﬁloyees and to
outside sales personnel. . As of May 1, 1974, the aét was further ex~-
tended to mqét employees of Federal, State, and 1oc§i”governments.

5 .
Equal pay is now a matter of law.

/

However, to benefit from equal pay women must'also have equal

"access to jobs. Title VII of the 1964 Civil Rights Act prohibits dis-

criﬁination/iﬁ employment on the .basis of race, color, religion, nation-
al origin, and sex. Although there has been severe operational prob- '
lems which limit 1its utility, this law has the potential of being an
effective instrument in helping to achieve sex eéuality in emplofment.

In 1974 sixty-eight hundred charges of sex discrimination were filed

with the Civil Service Commission under this 1ay.. This was an increase

of 22 percent over the previous year and 71 percent over 1972.2 How-

3

ever, the number of cases filed reinforces the point Sumner~ raised in

b2

his quéstion: '"Do stateways change folkways?" His answer was that

laws do not always prevail. The numbér of charges filed under Title
. . "

VII indicates that the law is not "prevailing." Another illustration '
\ . }

J

of this is the Equal Pay Act of 1963.  The landmark ‘coynt case just

cited did not #ake place until 1970, seven‘yea;s/5%€ér the law wag///’

-

\\\\ ’  ////// 5

1Bem and Bem) Training the Woman, p. 3.

2pederal Civil Rights Enforcement Effort, p. 67.

3Sumner, Folkways, ﬁ. 97& * . -
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enacted.! .. ‘ S o 0

. ProLably the most importaut2§ééiéiﬁiiVe breakthrough in the area

of sex and-equality was the passaééjéf the Equal Rights Amendment, by

both houses of Congress, in 1972.,3The amendment simply states that

. "Equality of rights under the law ghall not be denied or abridged by
the United States or by any state oh acce:géiof sex." This amendment
wag Introduced into every ééssibn)gf_ééugress since 192{3,2 and although
it has been enacted by Cong;esé, to d&te itﬁhaslnot been ratifiéd by

. thé required thirty-eight states. . The legislative process is still in-

complete after half a century. However, this is not unusual; it has

9 . its parallel in historyf

~ Feminist Movement |
At the turn of the’century feminiéts cémpaigned for ;he right ‘of
suffrage. They saw ft as a way to achieve the’othef rights they sought.
Onevof the great réformers of the period was Susan B. Ant:hony.3 For
¥ seventy yéars she fought for women's suffrage. -In fact, dufing those

years the nineteenth amendment was cofmonly referred to as the "Anthony

~ ”,

f° Amendment." She was not alone, however. Names Bucqgas,Belmont, Stanton,
, , &,
and Catt® appeared in the newspaper headlines of the day, just as the

names of Friedan, Atkinson, and Dohrn have appeared in the newspapers

-
.

;This delay is not unusual. for Supreme Court cases; the point is
~ that the Equal Pay Act did not '"change folkways" for seven years after
it was enacted,. : ‘

2Be'nrand Bem, Training~;he(Woman, P. 4. .

31da Huster Harper, Life and Letters of Susan B. Anthony, 2 vols.
(Wash., D. C.: Susan B. Anthony Foundation), 2 (1925): 931-53.

bpmericap Women, Their Image, 1: 12, 33, 44.

P
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since 1965.1 These newspaper articles reflected_the central theme of

feminism - that women should have the same political, economic, and

e

o ]

gocial rights that men havé./ The names have changed.but the basic
issues remain.

On the following pages are headlines and excerpts from articles

2

in the New York Times,“ which chronicle.the feminist movement from the

suffragists of the 1900s_to.the liberationists of the 1970s. These
illustrations, in Figures 3-5, provide some notion.of the interplay ofl
forces - for and against women's rights - during the past seventy-five
years. 'They also indicate the broad range of issues involved in the

feminist movement; issues such as marriage, birth control, abortipn,

_ drinking, smoking, suffrage, educational opportunities and employment

opportunities. Thé research study focused on the last two issues; the
others provide an illustration of the interactive nature of discrimi-

nation and the persistence of certain issues over .the years.

Principles of Change Theory
Change has been the way of 1i%e 6f most civilizations.. Toynbee3
described this as the age-old cycle of innovation, inertia, and insur~

rection. 1In his cy&le.the initial period of enterprise moves to a

~ period of stabilization, in which-growth and flexibility give way to

' 1
lamerican Women, American Women: Emancipation and Radicalism

i 1950s - 1970s, -3: 14-15, 24-39.

2American Women, Their Image, 1l: 1-64; American Women: Transition

"Period 1930 .~ 1970s, 2: 1-64; American Women: Today 1960s - 1970s,
+4: 1-65, These publications provide documented headlines and articles

from the New York Times.

3Arnold J. Toynbee, "Again Nationalism Threatens,” New York Times

Magazine 5 (1963): 23. - . i
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1 September 1912
WOMEN AS A FACTOR: IN .,THE POLITICAL
’ CAMPAIGN - Their Support Openly Sought.
-~ 5 March . 15
(Anti-F cn 1918 54 /
) | 11gen S;Ténist)~"When 1t comes to p Y3,0Rd;?"Q§Y
1? . Mrs. Gilman, * uman | Mz 1906
Whole thing, "- > Tan is the Yac
L 2 Houg

[ . 26 March 1914 -
WOMAN'S WEAKNESS -DUE To EDUCATION

/

A Figure 3. Feminist Movement 1900 -+1920. This was the age of
the suffragists; they fought for women's right to public expression, »
education, and suffrage. Their battle ended in 1920 when the 19th
Amendment became a part of the.United States Constitution. :

1 v‘ ¢
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HEADLINES AND EXCERPTS FROM 1" NEw, YORK TDMES

'

$4

irch 1921
D‘Eﬁ.«.@i, “‘“‘;CoRE A VICTORY
MATD]

Deed.
Ruth Hale, gets hel name on

937

1
o izggfggR BIRTH CONTROP

PATH BELD CLE

Figure 4. Feminist Movement 1920s - 1950s. This was a quiescent
period, in which women moved from the’couturier-created Siren of the
1920s to Rosie, the Rivereter, who built the ships for World War II, to

suburban living and the baby boom of the postwar era.
\ . - _ -
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HEADLINES AND' EXCERPTS FROM THE NEW YORK TIMES

MOTHERS C

"gex stereotyping i
overwhelmingly m2

. books are"
e-oriented.

. 28 May 1972 :
'NOW SAYS "TV COMMERCIALS INSULT WOMEN"

¥

e
5, -

Figufe.S. Feminist Movement 1960 - 1975. This was the age of

women's liberation, a period of emancipation and radicalism. During
this period feminists gained legal support: 1963 - Equal Pay Act,
extended 1972, 1974; 1964 - Title VII of the Civil Rights Act, amended
1972; 1972 - Equal Rights Amendment passed in Congress. .
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gself satisfactipn or the rulers, who become blind to the need for
hghange; This blindness creates barriers which eventua11y~oreak down
under the pressure of repressed energiles. There rollows revolution,
and then transition to a new order. Té%ﬁanew?order" or innovation be-

- L]

cones stabilized and the cyclical pattern ie repeated. .o -
" This model of changing civilizations is only one theory of change,
and one that has been disputed by other authors, such ae Aliport.1 How-
“"ever, the nodel has certain adartable features for changing conditions
. within a society, or,within an organization. Furthermore, the general
conceot can be transferred to a single innovation, in which diffusion
B
of the idea is plotted as a percentage of the adopting population over
L‘wtime. Havelock2 illustrated this notion; as shown in Figure 6. Note .

that the distrioution assumes the familiar S-curve.

- 100 _ |
o B A P - ~ <:>Stahiliging;the
‘?g" 84 ﬂaggers ! .change
ﬂ -~ . .
9 S (:>Developing the
: s g Late majority - new forms
- gued | 50 ~ < .
: M
2R
N29 |
g < Early majority
| 16 L o
: - -
Y 5 4,,4’,7 Early adopters ( (:>Unfreezing the
© _~ __Inhovators i old etructure

Time
, : 3 N
‘Figure 6. Adopter categorization plotted as. a cumulative

curve. (Parenthetical entries by this author.)

lgordon W. Allport, "Historic Background of Modern Social Psy-
chology," ed. Gardner Lindzey, Handbook of Social Psychology (Cambridge,
Mass.: Addison Wesley Co. ) 1 (1954):

-

‘2Ronald G. Havelock.et al, Planning for Innovation Through.Dis-
semination and Utilization of Knowledge (Ann Arbor, Mich.: Institute
of Social Research, Univ. of Mich., 1971), p. (10-9).

‘ . ' | “122 o ‘_ - | .
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Figure 6 éhowsra leveling-off effect which can be equated to the
atabilization phase of change.. Other phases of change are also sug-
gested in the parenthetical entries. These two notions - diffusion
rate and structure of change - areyliscussed more‘fully in relation to

the literature review below.

;- -~¥ll‘\\\ 4_. ‘ Timeliness and Structure of Change'Procesa
| The spread of new ideao has been reoearched by'social psycholo—

- gists in the areas of agriculture, education, management, ‘and many
other fields. Intuitively, it would seem that the curve for adoption
would diffey greatly, depending upon the type of . innovation;ﬂ However,
Havelock! presented a different notion. He agreed that the léngth of
‘time required forvdiffusion varies according to the type of adoptive
process; for example, widespréad{adoption in the use of»a new toy might

44;“Aﬁ, . take SiFVWQchS; mhereas adoption in the use of English in Catholic
, | lmasses might span sixty years.. However, he contended that the diffusion
curves would be similar-if'they were plotted 80 that‘thevtotal time
.elapsed for each innovation was appropriatel; scaled.
' Depending upon the nature of the innovation, the total time might
- ' be less important than the structure of the change process. For ex-
ample,'Mort2 found that after an innovation in education had been demon-
strated as practical it typieally todk fifteen years to reach the most

progressive 3 percent of the school systems, then followed twenty years

of rapid spread and fifteen. more years to win over the-slow adopters.

o t -

l1bid., p. 10-20. . o

2Paul R. Mort and Frank G. Cornell‘ American - Schools in Transi-
tion (New York: Teachers College, Colpmbia Univ. Bur., of Pub., 1941),
Pp. 32-34.

f
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Studies of other social movements generally bear out Mort's con-

.

: . -
cept-of- the three phases in-the spread-ofzinnovatien - first; a period

) ( : . -
" of slow recognition; second, rapid adoption; and finally, a slow ab-
. ' 80rpti6n of the remainder. Watsonl presented this graphically, as -
R T ’
i shown in Figure 7. . : ‘ ) )
100
Y
Maturity
-4
ol Expansion ) g
(=3
[T
)
T Y
9 a ot
P X ’
» | Plioneer ;;___,,/’/(/R
OlllilllllllllJ'Tl]llll!Il - N
. 3

Figure 7. The growth cycle of innovation

The existence of a "mormal" growth cycle is importanq because it

facilitates planning: For example, a typical outcome of the expansion

- -

phase is the acceptance of compiomises and half meésures. "Knowing .
this, strategies can be, developed to maximize gains'and to avoid ' ;

division in the movement over acceptance or rejection of compromise.

Another important element of the changé process is derived from

the cumulative effect of separate innovatioms. Stone? ‘referred to this

as "the effect of discrete imnovations in producing steadily increasing
N

change.'" Other authors have. described this effect in their research,

.

1Watson, Social Psychology, p. 557.

23ohn T. Stone, '"How County Agriculture Agenté Teach," Mich.
, ‘ Agriculture Extension Service, (Mimea bulletin) 1952, p. 1.

\
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"along with a related notion on the interactive effect of single ele-

1

ments of change within a system. Watson™ pointed out that changes in

any part of a social system have consequences for other parts.  Mann

amd Neff2

illustrated that changes in the technique of producing seam~
less pipes affected the social structure of work groups. In ; study of

' chapge in a community service organization, Dimock andeo;enson3 con-
cluded that ho part, of insﬁ}tutional change 1is an 181?nd in itself;‘
changes in one program call for changes in every other part of the in-
stitution. This "whole and part“hconcépt is an 4important consideration

L d ’
in viewing innovation as a process. -

The Process of Innovation ° '

As a starting point in looking at the process of innovation it is
» useful to conceptualize the system. Havelock’ developed the model

1 shown below. In deécriﬁing the model the author pointed out that the
. L

la. Felt need

b . . 1b. Need
' ¢ . ' Reduc= )
' tion '
5. Application 2. Articulated
. ‘of solution as a problem

. 3. Search for
4. Choice of solutions

solutie2§__"”/ | , ,\g

Figure 8. The need reduction éycle J

v ’

lyatson, Social Psychology,‘p. 543.

2Mann and Neff, Managing Major Change, pp. 25-30.

3Hedléy S. Dimock and Roy Sorenson, Designing Educatioh in Values:

a Case Study in Institutional Change (New York: Associated Press,
1955), p. 6. ) ' : " .

4Havelock et al, Planning for innovation, p. (2-41).

o ' 45
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change agentsémuét act in a two-way reciprocal and collaborative manner,
if‘the} are‘to be effective. Generally.Havglock assumed th;t the change
agent would be an "outside" professional.

Haveiock's #édel is a generalione which can be adépted to various |
views ofvthé chan#g process: The process begins with felﬁ need.kla)
and, presumably, éhe application of the solution reduces need (1b). If
not, the process is reiteréted and a new-solbtion is.found. .

Felt need (dissétisfactioh) may genegate from internal or exter-

nal/sources.v Lippitt, Watson and Westleyl

suggested four forces for
change. These included (1) dissatisfaction with the present system,

(2) dissatisfaction with a perceived discrepancy between what is and

what might be, }3) external pressures on the system, and (4) internal

motivation for growth. The felt need that-was most applicable to this

L] ‘1 P

particular study is the second one. The first two are equally appli-~

A

NS .

cable to the femiList movement . . , o
Lewin? viewed social change as a three-stage process’, as shown in
S . «

theAparentheticalventrieS'in Figure 7. He felt that it is necessary to

break down the old structure, includiﬂg tradifigh apd'custom,,b?)ore

innovation can tdke place. The "unfreez{ég" occurs *n‘stége'l and the

"refreezing," in stage 3. Stage 2 covers'planning an& implementation

of change and the relative timerreunred.’- . -

e

1Ronéld_Lippitt-et al, The Dynamics of Planned Change (New York:
Harcourt, Brace & Co., 1958), p. 312. )

_ 2gurt Lewin, Field Theory in Social Change (New York: Harper &
Bros., 1951), p. 228. '

™
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Bilesl discussed the impact of certain variableéfin tﬁe sdcial
sttuctﬁre_on the time required for adoption of innovations in educa-
tid%al’systems. He inQicated that the movement from felt need to
solution was more rapid than had been noted in Mort's? work, but that

the conception of stages remains pziusible. Carlson3 suggested thét

previous studies ignored the utili

and power of certain soclal struc-

ture variaples, such as the influence of the suBérintendent of schools.

This provideé somé notion of the i;portance of individuals in the change
process.

Once a felt need enters iﬁtb the change process, the next stép is
to diagnose the problem. This is the géconq element in Havelock's
model. It has been discussed by a number of authors. Merton® stressed
the need for the change agent to investigate the'problem and not to re-
ly on the policy maker. A policy maker can seriously mislead the re-
searcher, since the polildy maker has a vesged intérésq in removing th

5

problem from his or her domain. Watson~ reinforced this notion. He

. ' v ﬁ .
warned that clients tend to formulate the problem to exempt themselves

"from blame. In general, a good diagnostic study includes the change

agent as part of the problem. It is interesting that both of these

IMatthew B. Miles, "Innovation in Education: Some Genéralizations,"
ed. Matthew B. Miles, Innovation in Education (New York: Teachers Col-
lege, Columbia Univ. Bur. of Pub., 1964), p. 649.

v

2Mort, American Schools, pp. 32-34.

3Richar& 0. Carlson, "School Superintendents and Adoption of
Modern Math: A Social Structure Profile," ed. Miles, Innovations,
pp. 339-40. N

4Robert K. Merton, "Role of Applied Social Science in the Forma-
tion of Poljicy," Philosophy of .Science 16 (1949): 161-89.

>

SWatson, seeial Psychology, pp. 542-43.
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aothors teféfred‘to outside change agents. It is possiblé that a
. change sgent?fros'within the, oggaoization might have a better'concept' .
!_.' 105 ﬁhé-ﬁroblem atea: : / X jt//("
B The need to view ths whole system, not jost the part that is S
' ’ ' ’ ,,1 psoximsl'to th; problem,.wss discussed earlier. However, timeliness is .,f\ e
" a special case of this relatibnship and will be discussed here. "An

idea. whose time has come" 1s an idea that is being recognized and

&

'utilized simultaneously in various parts of a system In‘a July 1975

, issue of the New York Times1 the point was made that feminists in many

—

. parts of the world had beRun referring to "power".in the women's move-
. ment. In the decade from 1965 to 1975 women avoided the term "power."

However, the movement has passed the transition period and this new

4 . . .
gtatus is being recognized spontaneously in various parts of the social *

_ system. It is "an idea whose time has come." Strategies to overcome
! : . a . R

sex discrimination should henceforth incorporate the use of group power

. . 4
or impoftant opportunities may be missed.-

B . Inaﬂavelock 8 model the development of stfategfes belongs in the
g ¢ : & - y - < ) .

L. - fifth position. The.third and fourth elements refer to solutions to

-the problem - both finding solutions and'eﬁaluating théem. In some cases

. : '
solutions emerge when the problem is diagnosed, Watson?

the remedies may come from particularly able individuals or from group

suggested that

thinking. Griffiths3 reported, from his studies in school systems,

1 '

 —

5¥. ' 1"Woman and Power: A New View," New York Times, 11 July 1975 (

. gsec. C, p,, 9.
\i . 2Watson, Social Psychology, p. 545. L v {

3Daniel E. Griffiths;_"Administration Theory and Change in Organi-
zations,"” ed. Milés, Innovations, pp. 431-32.

+
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1

. , that the major impetus comes from the outside. Carlson™ agreed with

th;é/and indicated that the degree of change often correlates positive-

, L . :
"1y with the amount of outside pressure. This does not mean that impe-

T './v/ " tus for change must be either from the inside or from the outside.
.////; Sending and receiving new knowledge is an interactive process. In fact,

if there are any "universal truths" about the change process, two
. notions are likely candidates. One is that the interaction of the
. ' sender and receiver and the synchronization of their activities are

\ _crucial to the process.?

=
A second "truth" is that innovations are the result of the accum-
ulatisn of little improvements, rather than gréa; inventioné which have
‘made someone famous. Spillgr3 has estimatgd that 95 percent of techno-
logical progress falisé}nto this category. . Related to this is the con-
v
tept of simﬁltaneous inventions and "an idea whose time has come."
,Thorndike4 has said that "the mother of iﬁveﬁtion is-not necessity; it ..
is the knowledge of other people's inventions." This relates to the

cumulative effect of discrete innovations meﬁtioned earlier and has im-

plicatioas for any change process which involves basic social issues,

v 4
’ ]

1Carlson,‘"School Superintendents,' ed. Miles, Innovations,

ZHavelock et al, Planning for Innovation, p. (10-4). The sender
may be the change agent, some other individual or a group and may come
from inside or outside of the organization. The receiver 1s usually a
member of the organization who 1s in a position ¢o-utilize the new

. knowledge to implement change.

) 3George Spiller, "Théﬂﬁynamics of Greatness," Social Review, 21
; (1929): 218-32. v

z’l’-:dward L. Thorﬁd&ke, Original Nature of Men, (New York: Teachers
College, Columbia Univ. Bur. of Pub. 33 (1913): 409-13; Watson,

\QQ\\\§3§32:ology of Social Change, p. 545.
. 4 i
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such as sex discrimination. The chojce of solution may be.influenced
by a varlety of factors. , .

Choosing the solution is in the fourth position of Havelock's
model. The last position - application gﬁ solution - relates to devel-

4 , T '
opment of strategies and resistance to change. These are discuss%d in

separate sections below. The first subject 1is reducing resistance.

Resistance to Change
Once the solution has been defined, strategy and persuasion become

1 described the development of resistance to

the central issues. Lewin
change in terms of counter force. The device which deals with this is
éalled force field aua%ysis.‘ The field develops around the area of

<

change.' Forqes driving toward the goal are met with counter fopces
which may rgsuit in a temporary balénce. Tﬁis quasi—stétion;ry- .
;quilibrium may.éppear as a rigid, immobile social Eondition, The value
i of the fprce analysis depénds on the accﬁracy with wﬁich the' forces, fﬁr
and against the change, afé'identified. The directioﬁ, strength, and
-saliency of influences ‘should be coﬁsidered in anélyzing the.éituatiOn.
Experience has shown that persons are often mistaken about the amount of
support or opposition they attribﬁte to others. .This i1s an important
considerétion in developing strategies. Activity should be carefully
analyzed and not based on intuition.; | |
Another cqnside:atioh in force analysis 1s that increased pressure

toward the goal may not bring about the desired change @ Persuasion,

threats, and coercion may alert the opposition, who will bringﬁfo bear’_

1Rurt Lewin, Field Theory in Social Science (New York: Harper &
Bros., 1951), pp. 199-207. . )

&
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“'highly resistant to change. . ) ) ¢

a percéntage of the population. Statistically, women are seldom a \

.' I-i .- - .
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counter-arguments, counter—inducements, and counter-coercion. The pref-
e
erable strategy 1s to fipd ways to reduce the resistance.

Odgood' gl theory of "graduated reciprocation” reinforces this
notion of reducing resistance and applies equally to individuals or to
. ' - ' /
broad segments of society. In historic periods of conflict,/such as the

centuries of religious wars, there was overt conflict but no;real change

- 8

in'pdsitions, When both sides relaxed the pressures and coqntef—
: |

pressures, tension diminished but positioﬁs did not change.' Moslems,

for example did not embrace Christianity in any/large numbers, nor did

[
Christians turn'to Allah. Beliefs that are steeped in tradition are/jé

) .
This has a strong bearing on sex discrimination Hunt2 pdinted
{ ‘ 9

out that the inequality of sex roles is older, deeper, and more wide~
spreadﬁthan diecriminatioﬁ bﬁ?ed on class or race. He quoted one femi-
nist as saying that "Woman was the earliest domestic animal of man.”

B Q - ’_«,‘ t
The sociologist, Wirth,3 compared women's position to that of minority

status, which he defined in terms ¢f subordinate status, rather thé@ as

. xé
numerical minority, but there 1s a noticeable parallel between race end '

sex discrimination. In a study conducted for the Carnegie Corporationm,

lcharles E. Osgood, An Alternative to War or Surrender (Urbana, i
I11.: Univ. of Ill. Press, 1962), pp. 6-9. = ‘

ZMorton M. Hunt, The Natural -History of Love (New York: Alfred A.
Knopf, Inc., 1959), pp. 379-88.

3Remark attributed to Louis Wirth by Ralph Linton, Cultural Back-
ground of Personality (New York: Appletqn-Century-Crofts, 1945),

p. 347. . g\\\/{~‘
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Myrdal} found twenty-three items of similarity between race and sex dis-
crimination. In a later study he identified eleven forms of prejudice
practiced on workers in the lower socio-economic classes; nine.of which

are also applied to women. Each of these prejudicial barriers contrib-

1o

A ute to the forces.,against change in the status of thds;'discriminated

-

against. As a result, women have' a comhiﬁatioq,a% class and racial
4 T
diserimination to éircumvent. The key word here is “circumvent,” as

oéposed to counteract; Bennis, Benne, and Chin2 expanded this notion -

of circumventing the obstacle - into the broader concept of the trans-

°

actional process.
In a'continuuﬁ, from one-way communication‘to‘a transactional
model, a broad range of views have been expresséd by behavioral scien-
% tists. .Watson3 focuséd on the individual's gesistance'to change ef~
forts, whéreas Ba&era claimed that the target sysgem is crucial ‘to Cy

\\ chaﬁge. He focused on motives, drives,'and‘expectqtions. Klein’ went .
. ’ :
further into the transaction and identified the role of the defender in

- lGunnar Myrdal, An American Dilémma 2 vols. (New York: Harper &
> Row) 2 (1962, revised): 1144-80. For further documentation regarding
the differential in the levels of achievement and success attained by
men arid women, and the factors accounting f&r the differences, see
Caroline Bird and Sara Welles Briller, Born Female: The High Cost of
Keeping ‘Women Dol (New York: David McKay Co., Inc., 1968), pp. 137-56-

\

2Warren G. Bennis, Kennethlg. Benne andLRoBert Cﬁin, Planning of
Change, 2d ed. (New Ydrk: Holt, Rinehaxt and Winston, Inc., 1969),
‘P 487. o H .

3W§téon,»$ocia1 Psychology, p. 53$.

4Raymond A. Bauer, "Obstinate Audience: The Influence Process from
_ the Point of View of Social Communication,' American Psychologist vol.

by e

9, no. 5 (May 1964), pp. 319-28. /

7 \

!

. : / )
3ponald Klein, "Some Notes on the Dynami¢s of Resistance to Change:
The Defender Role," Bennis, Benne and Chin, Planning, pp. 503-05.

i 02
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the change pfocess. The defender gsensitizes the receiver to the limita-

tions of the new knbwledge._ Klein. suggested that the defender is re-

spénsible for preparing a more basic commitment to the JLange by pro-

viding for realistic expeétatibns. Obtaining commitment 1is usually

“;‘;:.-pﬁ

_congidered an eaéential stnatégy iq the change process.

In the final section of ;his chapter strategies: are examined in
vlogical progression‘within the change process. This 1s prefaced ﬁy a
brief review of the philosophy of dhange in relation to thg individual

and society.

Strategies for Change
The generally low capacity to guide sogietal change can be traced
analytically to deficiencies in control processes and to the lack of

1

[ ] .
consensus, according to Etzioni.l Consensus must be constructed and

without effective mechanisms to build it, the potential for agreement

o

may not be realized. Obvious inconsistencies may be overlooked in
assuming that consensus has been reached; for example, conflicts may N

exist in common goals. This is illustrated in the famous statement ' S,

made by the &@ng of Austria. He said that he and the ruler of Spain

both wanted the same thing, '"we both want Milan.'" Inherent in this
3

statement is anotgsr importantAconsideration, that of individuality.
’ A

' MacIver2 claimed that the individual {s never wholly absorbed in

his society, wholly responsive to it, or wholly accounted for by 1it. .

"The individual is a self-directing unit, with some degree of autonomy.'

1Amitai Etzioni; Active Soclety (New York: Free Press, 1968),
pp. 430, 469. ‘

2Robert: M. Maclver, The Web of Government (New York: Free Press,
1965), p. 412. .




¥,

- . , [ -~ <
—If X . 4 2
- ,ﬂ &

Change gtrategies musL account for\\oth individual responses and tht

broader currents of society. Etzioni% referred to societal participa-

tion as "the other side of increased responsiveness." Sq‘providing the

conditions for mobilization of its members, society helps to unlock the .

«“

. o -
combinations formed by the impact of past events, to remove accumulated

le ]
1

distortidgns, and to pfovide for less costly accommodation to the new

environment.

Auerback2

cited an example qf this interrelationship and the in-
fluence of societal roles in terms of the power elite and labor"vogeg
‘ i : . g

‘ in Pittsburgh. He described the power elite as having ghed its blatant

ostentatiousness, its violence, and its disregard'for civic and commu~

nity welfare. He claimed that the elite had become sensitive of its

public image, it no anger engaged in "...diatribes against social

security, labor union?, communism, or the 'welfare state b
. v -

leadership became more closely linked with the welfare of the total

0

_ Community

community - "True, it;.still carries a big stick, jput it speaks softly."
Prevailing socletal roles have an impact on},;ézhe various organiza-

tions in society, particularly on government ageg;ues. ‘As power elites

in the external environment become more reSpongi e tp civic and com-

munity welfare, a similar attitude may be e;éected within the power

.

Oy B 3 & . . v
structure oﬁngovernmznt agencies. Thig leads to the notion of power
, o N

- . m\ "
and authority and its place in the change process.
=] .

i
'

1Etzioni, Active Society, p. 8. e

LY

.2Arnold J. Auerback, "Power and Progress in Pittsburgh," Trans-
Action 2 (Sept. - Oct. 1965): 20.

7
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L B ——— - Ba:nardl éidimed.that the determination.of.auﬁhority lies'witﬁ the
-egbordinate-individua};; The reasoh’éhét it 1s possible to secure co-
operation from subordinates ié.dge ta .the conditions under which autﬁorL
ity is applied. For an order to b:7obeyed 1t must belunaerstoog, be-
lieved, perceived as consistent with per;onal motives, aqdcthé receiver
must be capabie of complying with the order; If these conditdoxns are

_not met} authorityibreaks do€h.7 But in addition, orders are acceptable
within a "zone of indifference" in each individual and theustability of-

7 ;his zéﬁe is méinfained by group inﬁi@ence. This defines legitimate
apthofity, which 1s based on mutuayfundetstanding and compromise, ‘and
the desire to acﬁie;e common ends’;nd éo further the common goal. This,
* and other kinds of p;wer, must be(understood by those congérned with .

B . managing change. Frénch and Ravén2

. / ,
their relationship to the changé process. These are (1) legitimate

described five hases of power and

power, which refers to the obfigation of duty that a subordinate owes a

{ supervisor, (2) reward power, which refers to the perception of another's

"- power tq'give or withhold reWérds, (3) coercive pdwer, which stems from o~

- a1

the percepticn of anuuuar's/gbility to punish, {4) expert powér, which
is defined as the ability f; influence beéause'of superib: knowledge,
and (5) referent power, which is :elated to attraction or identifica-
tion of one ﬁerson to anq%hgr. The firét three powefs'may-be veste& in

L~ . the change agent through the organizat*bn.s;ructure: However, these

alone are seldom enough to accomplish change.. The agent must be able

&

“w

lChester Barnard, Functions of the Executive (Cambridge, Mass.: :
Harvyard University Press, 1947), pp. 167-81. =~ ~ .. ) j

<\\// 230hn R. P. French, Jr. and Betram Raven, "The Basis of Social
. Power," ed. Darwin Cartwright, Studies in Social Power (Ann Arbor,
«Mich.: Institute for Social Research (1959), pp. 150-67.

- 4 N (’ .l"r' ’ . ‘
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to demonstrate the technical knowledge and expertise to bring about the
ehange. In-addition,.éhe process will probably flow more smoothly if
participants like the change agent es a person.

;ne approaéh the ohange agent takes“hes been outlined by,ﬁann and
Neffl as a multi~phase system. The first of the five' 'phases relates to
the "steady state' or the condltlon of the organization before change.
It is necessary to examine the environment to determine the lines of
'communicetion, the key posts, the formal and inéormal leeders, and the

varioms'other elements which may affect or be affected by the change.

Etzioni2 discussed these various elements in terms of the social system,

'whichlhe viewed as a process. He conceptualized the process as consist- ; o

ing of four subsystems, "devoted to the functional needs of the organi-

zati%n." These were defined as (1) adoptive, which is the need of thé
i
system to control the environment, (2) goal-attainment, which provides

3

for the.grabification’of the system's goal, (3) solidaric, which refers

4

to maintenance-of soliderity amorig the system's units, and (4) normar
"tive, which deails with refnforcement of the integrity of the value ;

system and its institutions.
In addition to the subsystems he also classified the roles of the

actors. These he classified broadly into elites and nonelites. Elites

are persons who specialize in initiating, directing, and regulating

3

)

activities of -the social system.  Pareto” referred to elites as ~

{5 A,
1Mann and Neff, Managing Major Change, p. 3

[N

2pmitat Etzioni, Studies in Social Chahge (New York: Holt, Rine-
hart and Winston, Inc., 1966), pp.’'9, 10.

3vilfredo Pareto, Mind and Society: A Treatise on Gemeral
Sogiology, 4 vols, (New York: Holt, Rinehart and Winston, Inc.), 1
(1969): 169+470. ' .
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s s s .: ™activity persons’, who are always in a state of slow and continuous
transformation."
saplanl diacussed another aspect of the environment which should ’

be analyzed before change 1s introduced: He said that the "essential
rules™ of the organization mdst be identified He described essential
" rules es the forms of behaviog that maintain the equilibrium conditions
of the systems. Once the desired change has taken place it 1is necessery
. . to re-establish a "steady state."? Knowledge of the essential rules
) guiding the organizatign before the change will assist the change agent-
in bringing about a new balance, or state of equilibrium, after the
change. I R v
| " The second phase in the ch;nge process is the recognition of a
. need for change. This 1s the period when events or conditions are per-
ceived as dissatisfying to the point that members of the organization

, .
are motivated to search for new arrangements. It is at this stage that

the problem is identified. .The investigation, undertaken by the change
. : e

agent, generally involves a review of records -for collecting relevant

data and discussions with various individuals or groups in the organi- 3

_ zation, especially the elites. l
é ’ . ; ) B
' - During this phase -.the change agent must reinforce his or her in-

fluence, thus establishing«the legitimacy of the role. Kelma:g : ;

! 1Morton A. Kaplan, Systems and Process in International Politics
(New:York: John Wiley & Soms, 1957), pp. -9, 10. Kaplan's "essential
rules' deal with systems structure. He is not referring to operational
rules, which are frequently altered by the’change.

'2Lew1q refers to this as 'refreezing the structure."

~

34erbert C. Kelman, "Compliance, Identification, and Internaliza-
tion: Three Processes of Attitude Change," Journal of Conflict Resolu- \
tion 2 (1958) 51-60. ‘

. » 07
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digcussed the }mﬁortance of power at this stage. 1In partichlar, he
sdﬁeseed the importance of the sender kor change agent) in establighing
cfédibility and inflﬁgnce through expertise and attractiveness. Resist-
a@ce B; apgthy can set in ﬁnless the receiver (clients in the organiza-
tion) desire to continue the‘sender—réceiver relationship.

'YOnce thé;groblem has been ildentified it is qseful to quantify 1it,
in order to determine the nature and degree of change involved. This
leads into phasg'three of the process - planning the change. In'addi—
tion to clarifying the proylem,.objectives must be def n;d. Pareto, and
‘Mann and Neff,1 stressed the need to set realistic expz:::?iqps regard-
ing cﬁange. This ié particularly peftinent in Federal emﬁloyment;

4

! .
Mann and Neff cautioned that implementation of policy is less direct

than the statement of policy. Pareto warned that "effects.do not fol-

low immediately on their cause.” ' /

During this phase alternative courses of action must also bg de-

. veloped and rév{éwed, strategles must be identified and developed, and

the necessary skills for implemen;ing change must be ideqﬁified and

developed. Kaplan2 explained‘tﬁe need for "rules of transformation” at

- this stage. "Transformation rules provide linkage between the starting

* gtate of the system and the change it undergoes when it becomes un-

stable.

Linkage is an important concept in managinguchange, It assists

1Péreto,.Mind and Society, 4: 1680-82; Maﬁn and Neff, Managing
Major Change, p. 31. . ;
)

2Kaplan, International Pglitics, pp. 9-10.
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a

in eatablishing a bésic condition for acceptance, ﬁhich Sikes™ describes

as "increasing ownership of the change concept," Watson2

said thgt one
of the most successful strategies for increasing pressure toward a goél,j
and for simultaneously reducing resistancp, is spreading p%rticipation
throughout the organization,. People enjoy and affirm the %hanges they
make *for themselves; they resist changes imposed on them by others. The
"NfI.H." factor (not invented here) operates againsﬁk?roposals com;ng
from "outsiders."/ is 1s one reason why the change ;gent should be
well accepted and p§Zceived as a power figure before change strategies
are implemented. [
\\ . * The notion of."outsider" introduces a problem that fhe change
i agenf must recognize. One of the liabilities of reform movements{is
. that pafticipatiOn ih ﬁlanning.is oftenjlimited to those élread} in
favor of chatige. This can set up an unproductive w{n—lose condition.
"Miles3 said that when possible it 1is well to set up a temporary‘éyé&em
to'mafimiie the opportunity f9r persons to work together and learn the
new ways. For example, in.feducing prejudicial barriers it would be

t
helpful to arrange workehope away frcz the reguiar work environment.

Temporary workshops, such as T groups, were not explored for this study.
It seemed unlikely that mahagement would provide such opportunities at

this time.

~However, some of the group roles discussed by Miles were thorough-

A

ly researched, particularly the leadership role. Participation of the

1Walter Sikes, interview held during meeting at Walden University,
Summer Community, Palm Beach, Florida, July 1975. p
.y B L

2Watson, Social P#ychology, p 643

3M11es, Innovations in Education, p. 643.

09

"




g 51 . - (

many does not preciude strong 1 derehip.i Guest! reported an impressive
b .
. . E o)
demonstration of leadership influence during a change process in a

fad?ory. He found that the cﬁanges established by forceful leadership
/ - were accepted by the YPrkers and continued to remain in effect after
&

the initiator had been promoted to another area. He attributed the con-

tinuing effect to the strong 1eadership during the change proeess
As indicated earlier, .support of informal leaders should be estab-
¢ ) f‘\

lished early. Howéver, a n&%ber of authors have stressed)that support

must also be obtained from top_ management. Griffiths2 has ted, as

Yo

one of his propositions, that change in organizations "tends to occur

LY

from the top down, not from thexgbttOmﬂup."
herke3 %egan his program of change in a hospital by gaining the

support of the ,President of the Board. He claimed that without this

- backing administrators would have been reluctant to propose his change~

program. , ) . *

) . Gaining the support of top management and developing the other
oy

necessdry skills for implementing change are activities which.Mann and

Neffd placed in the third phase of the change process. These can be
N summarized as creating a favorable environment for change.
In the fourth phase, action steps are taken to execute the c¢hange.

In addition, methods are developed for assessing progress, and change

(4

lRobert H. fsuest, Organizational Change: the Effect of Successful
Leadership (Homewood I11.: Dorsey Press, 1962), pp. 154-60. i

2¢riffiths, "Administration Theory," ed. Miles, Innovations,
p. 435.

3Mark Berke, "Planning for Change,'" Journal of American Hospital
Association vol. 39, no. 7 (1963): 26-30.

4Mann and Neff, Managing Major Change, p. 3.
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Bennisi,described_a,survey-feedback -

S dq g

approach in wh objective information was obtained and knowledge of

resu%ﬁs was fised to create involvement and participation in further i
;o ° . . N
plauhig; The survey-feedback approach was utilized in order to brOadén

and increase commitment through active participation inmqhe research

P i1

process. e

. hJBeckharéz suggested similar activity as the first step in eiecut-
ing change. However, he collected data through informal, nonstruc%ured
interviews, then presented the coded data in dis;;ssion groups at off-
site locations. Some means of communicating the results must be estab-—

lished in all cases. In this study a more modest approach had to be
s

taken, for tﬁg reasons indicated earlier. -
In discussing thé views of various aéﬁhors, ﬁennis3 observed that

both change ‘agents, and clients play a variety o£ roles. He enumerated

client roles as "subject, initiator and planner, client, and participant-

§

researcher." The change agent in this study had to assume several
client’ roles, since ﬁanagement had not requested the change program.

Ia facﬁg prior to the introduction of the program, there was no clear
indication that management was cognigant of sex disgrimination in the

subject agenciés. The communication function posed a particular prob-

lem because lines of communication had to be established outside of the

existing network. This is-discussed more fully in Chapter III.

1Warren G. Bennis, Changing Organizations (New York: McGraw-Hill
Book Co., 1966), p. 123.

24 chard Beckhard, "Helping a Group with Planned Change," ed. John
R. Gibb and Renald Lippitt, Journal of Social Issues 15 (19539): 13-19.

3§9nnis, Changing Organizations, pp. 114-15.
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The final phase of the change process has been described by a

1 referred to it as "refreezing'" the structure

variety of terms. Lewin
of the organizgtioﬁ. The essential function is the stépilization of
change. This stage deais with the actions that must be taken to con—‘
solidate and reinforce the patterns of béhavior which are required-under
the ﬁ;w system; a new equilibrium must be-develoﬁed. ;Cannon2 warned

. |
that old.ways may be resum¢d in a kind of social homeﬁétasis, a "back
to normalcy," because sysflems seek to preserve stabiiity. They are

designed to operate in a [fairly stable equilibrium, with interlocking

- functions and feedback set to continue the customary activities. How-

ever, once the new patterns have become firmly entreénthed, the tendency
. 'LK,‘)

to maintain equilibrium helps to stabilize the change. ‘Lewin3 has

suggested that the final stage takes about one year.
. ! " ’ -
» Ty

Sy

This chapter summarized the literature research on change theory

- and the nature of prejudice. It provided background-for later chapters

and identified the sequence of strategies which were developed for the
change process. In addition, it provided some nopion of the pervasive
nature of brejudice, which was seminal to the stqhy problem.

As defined in this chapter, prejudice 1is erg than the semantic
conception of the term. An oberational definiti;n w&sﬁgeveloped by

working through the various theories presented the literature. The

IRurt Lewin, Field Theory,. pp. 229-233.

i
2yalter B. Cannon, Wisdom of the Body (New York: W. W. Norton &
Co., 1932), pp. 311-320.

3Lewin, Field Theory, pp. 46-56. -
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definition utilizes the eclectic approach, which is based on a multiple™

)

causatibh theory. Various factors were explored in relation to the pri-
mary emphasgsis of the study - prejudi;ial barriers go career devglopment
for womeg/in Federal employment. The section ciosed with a brief
chronicie of the feéinist movement, as illustrated by the issues which
appeared in newspéper headlines over the years. The;e are shown in
Figures 3-5.

In the final section of the chapter, the structure of the‘change
process, the development of change strategies, and the relationship of
the change agent to thé client system were discussed within the context
of a conceptﬁal modelvand a multi-phase operational scheme.

Since the problem addressed in this study involved deep-seated

socio-cultural issues, an interdisciplinary approach was taken in the
.
literature research. The research covered such areags as public admin- 7~

istration, law, organizational theory, economics, international poli-

>

* tics, anthropology, psychology, sociology, philosophy, and other fields.

%;h%s broad background was utilized in the develdpment of the strategies

/ which are discussed in Chapter III.




v
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Ifi. METHODOLOGY AND PROCEDURES - POLICY RESEARCH

This chapter provides general background for the empirical re-

search in the study and describes'the methodology and procedures used

*

)

in the policy -research,

4

General Background

Two types of action research were conducted in the study. The
first was policy research, which is covered if this chapter. The second
type, evaluation research, is described in Chapter IV. A diagramatic

view of the combined effort appears below.

| ‘Identify | Ipevise I Implement) [ Gather Outcome | |Provide |
Problem Strategies Changes Information " Feedback
L\ ./ u i — -/
~" N !
Policy Research \\\> .~ Evaluation Resei?éhggJ/// _
. g T \
\\\\\¥ - Innovations AA"’////
. . ~ — )

Planred Change

Figure 9. Types of action research, showing the interrelation-
ships within planned change. (Diagram prepared by B. Francis for use
at Walden University Summer Residency Session, July 1975.)

1

" The purpose of the research was to bring about planned change, in

. order to alleviate the problem of prejudicial barriers to career ad-

vancement for women in the study agencies. The internal and external.

LSRR

environments that impacted on the study are described below. This is
M !
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. ﬁdllowéﬁ%by a diécussion of the stra egies and tactics used in the

L ) , o
Tor . The Study Environm
In the btudy agencies, administrative functions, including person-

el pe ‘ .
nel and 3qhal‘§mp1oyment Opportunity (EEO) activities, were handled by

higher ievel-organizatidn. Therefore, in eliciting support from top
,-\' . s . -

S o

.fmaéégﬁment it was necessary to gain commitment from the chief of the .
' ~"':1 '
it

diré tors of the two agencles. In fact, initial éommitment from the

w

istrative organization, as well as the directors and assistant

v

the hange process. +

Personnel Division

'j The Personnel Division had a éonservative philosophy andhwa;
geared to serving manaéement without much regard for.individual emplo}—
ees. This observation 1is suppdfted later in the chapter, in the dis-
cussion on counter forcgs. There were several minori?y emblqyees in
tﬁe Pefsonnel Division who, it was believed, might be activated 1if sex
discrimination were combined with minority discrimination. However,
the women's representative in Personmnel - a black woman - wa; perceived
as functionally negative by Severalrmembers of the women's group.

: %
(This group is discussed later.) The author had a similar perception

of the woman and felt that she could not be utilized as a communication .

link with Personnel. Insteaé, linkage wasQi?tablished through the
Chief of the Employee Development Brancﬁ; who could see positive
dpportunities for his branch as a result of the change.. He was a white

male, who had both knowledge énd experience in change the%ry and action

" 69 o
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Management philospphy and attitudes.

More than 96 percent of top management was male; there were three
' womeniat'grade levels GS 16 and above. Throughout both agencies, the
. prevailing'attitudé was that women are inferior and that a work project

needs a male overseer. For example, a woman branch chief might'have a
4 4

male from another branch overseeing her work. Quantitative evidence of

‘
¢ -

discrimination is piovided later in the chapter.
The organizational structure was not unusuél. However, the agen-
cies were relatively small, containing aBout 560 and 2500 employees,
regpectively, y;ph a large percentage of:;;pfessiOnals in eagh. The }
- oo . aéeneies.were adaiﬁistratively divided into forty-eight divisions. fhe
field and major clerical operations were geographically decentralized.
. These two divisions were t;eated asaout-of-scope, leaving forty-six )

% -
divisions in the study. '

. ’

Social ZOrganijzations anci actors
A small upion, which represented less Fhan 30 percent of the -
employees, had’potenéial utility in the chaége process, but in practice
had minor impact. Of greater importance was a small women's organiza-
ti;n? whose membersﬁip ranged from fifty to eighty~five persons, with
about 25 perceht actively participéting. This»organization played a
maqor role'in the change process. There were several clites in the
group, including aboﬁt one~third of the (nine—persoh)xﬁxecutive board.
The group had representagion on the Equal Employment dsportunity Board,

o ‘ which was not a viable channel for the change process, because it was

‘bureaucratically oriented and reflected the conservative attitude of
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the Personnel Division. a -

An igpoftant elite was the Equal Eﬁployment Opbortunity Officer.
He had regular access‘to the chief of the.administrativg_organization
and was an expgrieﬁced, sophisticated official; He appeared to be will-
ing'to cooperate in bringing about change, providing the activity did
not interfere with his first priority - increasing opportuﬁitiea.for
blacks. . .

The author - a branch chief, GS 14, in one of the technical
Q}visions - functioned as a change agent, change catalyst, communica- /
Eion link, and in various other roles.

fhe external environment‘that impacted on the study was essential~-
ly other government agencies and relééed groups of which the author was
a memﬁer or served a network function. Among these was FEW (Feae;ally

Employed Women), with headquarters in the Department of Health, Educa-

tion, and Welfare.

Model fof Policy Research

As in most organizations, the on-going social processes in the
study agencies encouraged a steady continuation of existing arrange-
ments. Included in these processes vere the selectton of candidates
for promotion; the selection of employees for management training
courses, and the procedure for announcing vacancies in professional
positions. Thege procésses were the targets toward which change effort
was diﬁectgd. A conceptual godel of the interplay of forces and chang~
ing levels of the targets during the policy research period is shown

1.

in Figure 10:1

1The model concept is adapted from Mann and Neff, Managing Major
Change, pp. 25-30. '
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Figure 10. Forces pressing on the targets
as factors in the change ﬁr&gess.

¢
In the model, th%{;:gfgets are shown at'vary'ing levelz - before, |
" during, and after change. At theTafter—;hange level, processes are in
the desired position for alléyiating :he study pfoblem. The levels are
dete;mined by the social and technological pressures impacting on the
_work environment. As’change is introdﬁced at point @Dr, pressures/
resisting the chanée are greatér than pressures for the change and the
T, system eﬁtexs a state of'diéequilibrium. Over the period,()thrgugh,,,wwpwﬂmw,m
'ﬁ"C) , forces against ghange weakenvand press;res for change build up. At

Py point()zlstate of equilibrium is reached and the targets are stabilized

//1 at the new, desired level.

In terms of poliéy research, strategies are developed during the
Y

@-period and tactics are applied during the@-@period. The eval-

uation research begins at point(), although the processes of evaluation,

4

feedback, and reassessment of strategies are continuous throughout the

change period.
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Strategies for Change - Methodolegy

as initiated by dissatisfaction within the system,bas expressed by '
th//women'svorganization; In.response.to this felt need, -a preliminary

réview of women's status in the agencies was undertaken. The results

*

-

¥ f this introductory. information gathering and tﬁg strategies developed
‘4.

- we - L 'for action research are described below.

i

-

: 4 : ' .
Sy - g - - ‘ .

Identifving the Nature and Scope of the Problem

An inyestigation of the status d&f women was'undertaken in the two

. agencies. This included a precursory check of public access records, . o
L !
/ “ such as the EEO Plan. Prior studies.on’ discrimination were reviewed
;o. | R . ‘M‘
’ /‘3 including a records check made in 1974 by the EEO Task Force‘bn _the

. Status of Woment Informal discussions wvere beld with about twenty
women, selected at rahdom, and with some managemént persons,and other’

elites. In addition, the author attended meetings of the women's group
3 . . : g ‘ '

and other ‘agency organizations. This information gathering stage

v
-
-

K

lasted about three weeks.

2 . The records1 showgd that over 70 percent of positions in grades

/ 1- 8 were occupied by women. However, a varilety of opportunities were ¢
/ ¢ o

/ . T open to them. These included programs in c1erica1 and secretarial -
. ’ skills, general education development machinist apprentice, and pro-

.~ [fessional career training. In adstion, the upward mobility program

was beilng redesigned in an innovative manner. Thus, a change process

N

. 1pata in this chapter is from an intérnai bulietin prepared biv
- Personnel Division and circulated in the study agencies .on June 30, . b
- 1974, and from the EEO Task Force Report, ﬂated Décember 3, 1974 . ) !

These documents are available on request.
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was already ﬁn effect in these grades. _ E\; . - {

It also appeared that the recruitment program was beipg carried

‘-

' . out in a responsive manner. More than 39 percent of positions\iQAthe

-
professional grade series g through 12 were occupled by women. Howe

women in grade 12 positions expressed frustration and dissatisfaction

@ . v
.

over their chances for promotion. Furthermore, the*records showed that

less than 16 percent of positions in grades 13 and above were filled by

women. The problem of prejﬁdicial barriers to career advancement of

. *  woinen appeared to begin with’ promotions into‘the first competitive pro-
fessional level; that is from grade 12 to grade 13.° Therefore, ‘woémen -
XY

in grade 12 positions were selected as the target population for the
. A

* © ‘-_ .

study. .

"Possible solution% emerged as the problem‘was diagnosed.. In the )

informal dfscussions, two barriers Were frequently identified by‘the .

. .
L

-

'~ women. These were (1) lack of communication about jo% vacancies, and

(2) lack of management training opportunities. Alleviation of these

two barriers were the targets defined_for the study.

- -

Creating’a‘FanLrable°Eﬂvironment for Change - o '®
: Before change.ian be efrectivelr implemented, a clihate for change:ﬁ
must be created. Usually this starts with visible support’of the change
u»~ _process by leaders in the orgapiaation. ln the study agencies, power

was centered in the Chief Administrator. _Without his support elites .

would be reluctant to assume active roles in the change process.

© Therefore, the next activity was to obtain visible support from the

Chief Administrator. The strategy decided on was to identify an on-

going'procedure which was related to the problem of sex discrimination.

- . . I @
-
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This issue had to be Bufficiently controversial so that a policy change
would convey top managément's support of the women's movement, but not
. . .
so controversial that the change would generate strong hostility toward

womén employees. An 1ssue was.identifigd and a policy statement secured.

This is described in the procedureé section.

s
.

Obtaining Quantifiable Evidence of the Problem
As stated earlier, when the problem was dlagnosed, solutions be-
gan to emerge. These solutions‘(targets) were examined in terms of
Lewin's fbrceﬂfield; to determine the/likelihood of significantly
changing the forces .that were holding the targets in equilibrium:1
Having designed a plan and developed tactics, it waé:necessary to.
\“qg?ntify{the evidence of the pr bleﬁ and, evaluate the plan to determine
if ;ﬂéuééizétd yrocesses were still the best targegs. |
The pla:d;ig\zzxg;ggent quantifiable evidence of ;he problem 1n a W

-

m%nner that would activate chénge in the targets without arousing strong

_ o
are described in the procedures section.

" counter-forces. The tacti

o 4

The evidence was obtained b persbnal'interviews, using a structured

. _ : g
instrument which was designgd to collect verbatim responses on dis~ o

crimination and remedial acfiion.

v )

Population and design
There were 156 womenjat the grade:l2 level in the study agencies’

and the administrative un#t. Of these, 5'werg in the ‘two divisions ex-

/
}\‘cluded'from the study. Ahother 27 were considered out-of-scope because

IThe technique of force field ahalysis deyeloped by Kurt Lewin .

N was described earlier (Chapter II, pp. 44-45). This technique was used
: repeatedly throughout the study and later is réferred to as '"the force
field." :

- | 7 .l- . .
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.. . they were on extended leave, temporary duty assigﬁments elsewhere, or

otherwise not available to respond to promotional or trainiﬁ% opportuni-

1 - -
ties offered by the agencies. Therefore, there were 124 eligible per-

song in the‘target population; The full universé was surveyed, rather

than a sample, in order to establish benchmarks for continuing studies

and for definitive evaluation. . '

Data collection techniques and the instrument

Ll SN

The questionpaire was designed to provide data on promotional
opportunities for which the respondent was eligiﬁle. This was con-
trollgd bynthe skip battern. For example, persons who were in grade 12
less than omne fe;r were not eligible for:p;oﬁotion and therefore were

not asked questions‘ about recent promotional opportunities. N

The questionnaire was pretested in the agencies for internal con- I

sistency, design logic, and relevancy of item content. A copy of the

=

final version appears in appendix I. ‘&

(3

o | "Interviewers were selected from volunteers throughout the agen-

&
.

.cles. They-wére all womenlgho had some experience with statistical
) ' !

studies. An interviewer introduction sheet was provided, in addition
- 3

to brief oral instructions on interviewing techniques and interpreta-

tion of questionnaire items. The introduction sheet appears in

S N
- appendix II. .

- " There were fifteen interviewers. The assignments ranged from six
to fourteen interviews, in one to three divisions. No interviewer had

- an assignment in the division in which she worked. One interviewer

failed to complete her aséignment. It was reassigned to an interviewer

who had also functioned as a crew leader - distributing and controlling

72
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the assignments.
About thtée-fourths of the iﬁtgrviews were conducted in person; o
the rest were by telephone-or a form was mailed for self-enumeration at
the respoﬁ%ent's request. Interviewing was completed in threé weeks.
' There was one refusai.l In all cases reépondents were encouraged to
add relevant information, especially in the open-ended dﬁestions on

discrimination (item 13), and remedial action (item 12).

Editing and tabulation of data

]

Interviewers were instructed to edit and correct the question-
. [+ 3

naire before ending.7he interview. The edit include? a completion

check, to see that 5&1 applicable items had been askéd, and a consist-
¢ ' .

ency check, to see that responses between items were aﬁgfopriate. This

was the only possible follow-up, of errors and omissions since the

v
- A

respondent was not identified on the questionnaire. . ’

v

Data were tabulated manually. Items omitted(in error were coded
A

as NA (data not ascertainable). Because of the u?gﬁueness of response

-

and the size of the sample, imputatioﬁ was not attemptéd'and the data

were not adjusted for noninterviews.2

The tabulated data appear iq\appendix III. Various kinds of -
Al

cross-tabulations were considered. However, disclosure became a major

¢ '
- problem. A respondent might be identifiable- 1f a data cell reflectid '

‘ ‘ S :

YThis person was scheduled tq retire in two months. She ex-
pressed fear that her supervisor might retaliate, by disrupting her
retirement plans, if he found that she had participated in the survey.

. Fear of retaliation was frequently expressed by respondents. .

2A field edit is nét expected to result in a perfectly completed
questionnaire. Final errors and omissions are usually identified in a
computer edit and averages or some other form of predetermined data
. . are imputed. i o
73 | 3
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. fewer than three persons. In the study there were' one hundred and

"twenty—four-réspondents from forty-six dijisions. At least half of the
divisions employed less than three respondents. Even cross—tabulation
- by empioyeés under ;ach associate director resilted in suppression.of
a large number of cells, which greatly reduced dramatic characteristics
in the data. Therefore, plans for cfoss—tabulatisns were ;bandoned.

ot . In addition, no weighting procedures were needed since the sample con-

sisted of the full population. ’

Increasing Ownership of the Change Concept

*  As a number of authors have pointed out, one of the most BUCCESSE~

3

2 .

ful strategies for increasing pressure toward the goal and for simul- -
i (//paneously reducing resistance, is the use of broad participation anéw
involvement. This 1s partigcularly important when the change affects

response to this, an investment of time and expertise in the change con-~ °

basic employment practices and challenges dEeg—geated attitudes.

W

D

‘cept and processes was widely solicited throughéut the agencies.

! - Intgrviewers were selected frém as many divisions as pégsible, to
| avold the N.I.H. factor.l The instrument was designed and reviewed by
”F, the questionnaite design experts in one of the agencies, and then
'circulated for comﬁegis to most of tﬁe other divisions. Suggegtions
' : :

fortsufvey content were solicited from various groups both in the study

-

agencies and in other Federal organizations. Whenever possible, sugges-
. \

\ tions were utilized and credit openly ascribed. Tabulation format and

processes were discussed with various processing personnel and the

1'I’his refers to resistance to "outsiders," or the "Not Invented
Here" reaction,- discussed in Chapter II.
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responsibility for daéa codification, classification, and summary was
delegated to one of the experts. |
Official organizations and leaders were utilized yhenever poséi-

. ble. Credit for change was gfﬁéﬁ*EB”tggsé groups and persons. *Personal
gain or credit was scrupulously avoided by the change agent. As will be
seen in qhe procedures section, broad involvement can create a control
probleﬁ, bugwinappropriaté évents may be redirectedointo positive ~
channels. Strategiés were kept flexible. Rigid blueprings were

P

" avoided, in recognition of thq.dynamié nature of action researgh.
! g
Effectively Communicating the Problem
and Proposed Solutions
Before chaﬁge can be effectively implemen%sd, those 1involved must
clearly undérstand the problem and, to some degree, accept the change.
.Thus it was decféed'to broadcast the findings pof the empirical research
through both oral and written presentations in order to reach as many
per§ons as possible.
Three other elementszof the cgﬁmunication process were addressed.
These were (L t;g composition of the audience - at whom should the
various types of communication be directed? (2) the media - what form
of communication would be moét effective in-gaining the attention of
the various components of the audience? and (3) stimulus object
reaction - how could the audience be moved to receive the communication
and ta react toward it in some positi?e fashion?
It was recognized from the start that the Chief Administrator ‘
must be reachgd, as well as the othef official leaders. It_was%f%

likely that these -persons would attend an oral presentation. Therefore,

they would have to be reached through written communication. Thus some

- 70
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fo;.'m of written report was planned.

The next step was to decide who should receive the report. The™
audience should be sufficiently limited so the report had status value.
However, persons who could substantively influence the change process '
had to be-reached. Thus it was decided £o 1imit the report to the chief
of thé"administrative unit, aéenc& dire?tors, associateﬁand assigtant
diéectors, and division chiefs. A few others were given the report for
reward o; motivational purposes. After these persons had been reaéhed,
coples were circulated to the rest of the employees. These were Xerox
copies, not packaged reports. The report audience posed another prob-

lem, which was related to the second element mengioned above. Communi-

cation addressed to topylevel officia{g is, subject to a selecting-out BN

rocess. The report.had to be packaged in sych a fashion that it uld
.§§§?. . Mo
x.“;;

§gach top officials and be read by them.
In response to the third element cited above, solutions were pro-
posed, along with methods for implementi;g them. These involvqg the |-
targets mentioned earlier. At this pqi£t it was crucial for policy
makers to accept the problem as'worthy of their attention aﬁd to con-
sider the change worth the disequilibrium it would cause. Tactics were
déveloped iﬁ respo;se to this. ‘ | ; -

Persoﬁé who were adversely affected by the change had to be con-~

vinced that resistance would be counter-productive. This required
-

<

stronger pressures than top management approval; sanctions against
interference were needed. This 'could take the form of group dis-
approval, which would be particularly effective if i:.could be gener-

e

ated by the report A means was found to accomplish this, while at the

same time enhancing interest in the report. '§imilar1y, theﬁtiﬂflg and
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_content of the oral presentation were designed to arousé:curiosity.
Selectivity was exercised so that thg hata increased 1ntefest :
without deéracting from the freshness of the report. Tactics included
strategic'leaks and use of unofficial lines of communiédt;on fpr aséur—
ing a large audience. These, and tactic;»for implementing the other |

strategies, are described in the next section.

Tactics for Implementing Change - Procedures

In planning action research, the first step can be cléarly identi-

fied. The next step can be designed, but with less certainty for imple-.

mentation. -This is 'so because each succeeding step 'builds on the-pre-
vious one, and in social research you cannot be certain how people will
react. Thus, in the study tactics were developed step by step, but at

/
each point beyond the first one, tﬂéy were subject to alteration and

. reassesgment. Z/ ' A /

bi
In this section, planned tactics are described which were later
altered or adjusted in response to reconnailssance oéxon-éoing processes.
Response to major changes in the 6rgaﬁization structure are covered in
Chapter IV. } ‘ » /
o / - | |
. Policy Change/kelated to Sex Q}scrimination “f}
;FAB stated earlier, békore addressing the problem, a search was
made for an on-going pr;cedure reiﬁted to‘sex discrimination. A policy
statement,:reversing that procedure, would serve to convey top manage-
ment support of the women's movement. As with other tactics, an effort
was maée to select a timqu issﬁé and utilize matefials on-hand in ‘the

| - - . .
dgencies. The issue chosen was the use of the generic term "he".

An agency manual had just been printed in which "he" was used in

77
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all chapters except the one on errorg. The pronoun 'she" was used in

that chapter.

The author contacted the Chief Administrator and requested a‘

policy statement on the use of "person” in agency literature. It was

ointed out that the pronoun "he" was used arbitrarily, not as a generic
P . g

1
.
o .
N

term.

The desired policy statement was issued. Thus, the status of .
women was offiEially recognized by top management and, to gome degree,
the Chief Administrator was committed to the change process.

In terms of tﬁe force field, there was no resistance from the

£

Chief Administrator, but pressures were activated from another éoﬁrce;\
In response to the request, the Chief Administrator had instructed the
s author to draft a policy statement, jointly with the EEO Officer. \The

EEO Officer gave the Qgsignment to three minority women, who turned the

statement into an endorsement of minority activity and relegated the. -

women's movement to the level of trivia. It included phrases such as
", ..this 1s a trivial thing in termg of the EEO program...." _ The
author met this with strong counter-force, slashing through the offend-

- ing phrases.wiﬁh red ink and redrafting the statement to accomplish the

original objective. In addition, the author made ‘an official appoint-
ment with the EEO Officer to present the revisions and express concern
over the origiﬁal distortions. The official statement, released as

revised by the éuthor, appears in appendix IV.

This was a situation iﬁvolving leadership power. In analyzing

the force field, the author felt that a show of power was necessary for

“any continuing relationship with the Eéé;?fficer. Compromise would

. result ‘in loss of control over the chgpge process, since the man
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functioned as "gatekeeper!{to the Chief Adminigtrator. This tactic was
;

not always used. In the next section a case of circumventing the ob-

stacle is illustrated.

/ - Quantifying thé Problem
W/_/ N s

!

The survey of women in grade 12 positions wasiundertaken, as de-
scribed earlier. The universe list was obtained from the EEQ Officer
and the project was described as follow-on activity from the EEO Plan.

| . .

Petsonnel Division was not contacted. In examining the force field, it
was determined’ that Personnel Divisio?%reqresenéed an obstacle which
was better circumvented than counteracted. This decisio; was based on .
previous encounters between members of Pérsosnel and the women's organi-
zati:on.1 Members of Personnel used a basic set of strategies, which
were applied in sequence. The £irst was to delay the project. If the
group pérsisted; intimidation was used, and finally, harassment.
Therefore, the survey was 1aunched without attempting to gain commit-
ment from Personnel Division. ) .

?here was a second reason for ignoring fersonnel Djvision and
this reléggd to Lewin’'s cohcept of "unfreeziﬁg the old structure." In
previous encoﬁnters, the women's group had always asked permission of.

Personnel Division to engage in the desired activity. In this project

the dominant-submissive mold was broken and ‘Personnel's misuse of

; lpor example, earlier in the year the women's group requested
Personnel Division to offer a course in legal rights for women. This
was refused; therefore, the women asked if they could have the course
presented at the agency by a local university professor. (The women
would pay for the course themselves.) Personnel agreed, then cancelled
the course two weeks before the scheduled first class "for technical
reasons." The prablems were later resolved but the women experienced

considertable harassment and anxlety.
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gatekeeping powers was challenged. The need for this-was described by

2

Lewin: - ) 3

# Discrimination against. minorities (women) will not‘be changed
as long as forces are not chanmged which determine the decisions
- of the gatekeepers.... Thus discrimination is bagically linked
with problems of management, with the actions of gatekeepers
who determine what.1s done and what 1s net done.

The challenge was openly detlared. No attempt was made to conduct
the survey éurreptitiously. In fact, some of the grade 12 respondents
worked in Personnel Divigion. During the interview phaée, Personnel

" sent word through the EEO Officer to halt the survey. The author re-

t

sponded with a memorandum addressed to the Chief of Personnel with car-
bon copies to the Chief Administrator and the EEO Officer. The demand
to halt the survey was ignored; an offer was made to discuss the sur-

vey - as equals; and the respondents' fears of retaliation were de-

- Y

scribed and;deplored. Thus, counter-force was combined with circumven-

6
tion. A copy of the memorandum appears in appendix V. :

F .

The survey was completed shortly after the communication inter- ,
\ . . £

change described above. In analyzing the results, three maln areas
were identified in whiég respondents perceived barriers to career
development. These included discriminatory practices and attitudes by

o

management, discrimination in promotion procedures by both Personnel

and management supervisors, and discrimination in management training

opportunities. The targets identified earlier clearly addressed these.

4

issues.

Other measures of the problem are shown in the tabulated data °

1Lewin, Field Theory in Social Sclence, p. 186. Entry in paren-
theses by this author. S
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which appear in appendix III. The data show that:-

N v

(1) 42 pércent of the respondents felt that they had experienced dis-

crimination at some time during their employment in the stﬁdy
aéencies. There. were forty;four suggestions for removal or en-

lightment of”supervisors who discriminate.

o

(2) In the most recent job opening for which the respondent was eligi-

ble

5 .
- over 50 percent had heard about the job after it was filled; .

- about 35 percent did not know if they had been considered for .

-

the position. Q.

Yet in 65 percent of the cases the vacancy was in the diyision in -

1 2
which the respondent was employed. : . . '

(3) About 30 percent of the respondents requested increased opportuni=.

ties for management training courses. -

The problem of discrimination had been quantified in terms of em—
ployee attitudes. The nextﬂstép was to coﬁmunicate the findinga. The

o

two vehicles - oral briefing and- the written report -.are deapribed' . h

below.
Eresentation of Data - Oral Briefing
I
_ Arrangements were made to hold an oral briefing of the survey re-
sults prior to release of the written report. It was held during lunch
hour, as an official meeting of the women's organization, and was adver-

tised in the organization neysletter. Invitations went out through un-

-

official channels to respondents and persons who had worked on the' sur-

o g

vey, and to unofficial leaders.. In addition, the Chief of Pergonnel,

the Chief of Employee Development Branch, and the EEO Officer were sent

-
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personal invitations from the women's o§ganization. 0f these,.only the

Chief of Employee Development Branch attended. The conference room was .

filled. Abou%kéeventy-fivé persons attended; almost all were white

women. At no time did minority women overtly .support the®change

process. ! '

Some highlights of the survey were presented at the briefing and
the general perception of discrimination was discussed. Some gross ex-

amples of prejudice and management intimidation were quoted verbatim.

- The whole performance was geared to exciting interest and curilosity in

the report.
The presentation was also used to broadcast the/ fear of retalia-
tion which respondents had expressed during the ;nte. iews.

. There was immediate indication that the briefing had accomplishea
its objecéives.‘ First, reféreﬁces to the sur;ey were frequently hegrd
in the agencies - at technical meetings, s;cial gatherings, seminars,
énd the 1ike. In addition, a memorandum was issued by the Chief Admin-
istrator that advised employeesio}Atheir rights in cases of retaliation
(A copy appears in appendix VI.) The memorandum may have been planned
before the briefing. If so, it 18 still reasonable to assume that' the

climate created by the survey was a contributing factor. In any case,

the reaction to the report was more gpecific.

1Some of the apathy by minority women was probably due to the re-
search conducted in 1973 by the EEO Task Force on the Status of Women
(described in Chapter I). Data from that study were broken out by race
and the results showed that black women were experiencing greater gains
than either white women or black men. Some black women saw research
as a threat to future gains.

- 7
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D ow Presentation and Distribution of the Writter Report

L

As stated earlier, a means was found for exciting top management

%“ﬁ?ﬁ/ 1nte;est in the report. It came from the data, which showed that the <

Lo

. incidence of reported discrimination ranged from noﬁe.at all in one

division to all respondents in adotﬁer'division. The extremes were

" presented in a’ cover memorandum attached tq the report. The message A

also contained a hint of legal sanctions. An excerpt apbeais in
Figureﬁll..

¥

Subject: ‘Report on Survey of Attitudes Toward
- Management and Supervision

»+ A recent sufﬁey was éonducted with women in grade 12

Iy
- ‘§§r positions in (agencies). The final report is attached. .
. ' : .. .We offer-lauéels to the Division Chief whose entire
" . ... .staff .of women in grade 12 positions feel they have
v v ., never bee@ﬁ% scr@mznated against, :

*...We offer *[#@Z&-OQD to the Division Chief whose
, . ' entire staff of.womer in grade' 12 positions feel-
. CoL _ they are presentiy dzscrzmznated against,

.

ee.We_ offer a suggestibn to aI1 managers and super-
visors-at (agency) w. ot

r e Usr_der law te ate RIGHTS and DUTIES. -

. - With théﬁﬁighf to be a supervigor

) Comes the duty to be a good supervisor. - -
] : ;f. : - . , : v . - /o
. L, ‘Figure 11.” Cover memorandum transmitted with the Grade 12 Report.
i . . 5; Other'measufes’ﬁere.taken to make the report readable. Fof .
. L example, the serious meSsage of sex<d crimination was couched in ver- . ¢

.“ " . , Q
' batim exampleepghat had shock*éffect as shbwn in Figures 12 and'13.

. ) - - . B » . .
v > . . - : .
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13. Think about your whole career at (agency).
. ~Have you ever felt that you, were diserimi-
' ' nated againgt because you are a woman?

S ‘ 13a. Could you briefly deseribe the® - s )
, : ' sittuation or inctdent? .

ee times because \'

| u ’ thr
| My last promotion was tgrngd down
..1of age, 1 believe.

7~ L _f C | ---"All she needs is a good screw."
o z :

BS‘Healing‘with

my sub

On the whole, given two equals thJect o 5
ork assignmeng, . e woman (

matter assignments,
Will get the poorer w

e
divis OECEEEZEd :nother position, my Supervisor told the
, = had my ¢t that my promotion Prospects were d
, e y transfer blocked - then he held good and )
N OT eight months, : Up my promotion

’Figure 12. Verbatim respon§es of discrimination reported in the
Grade 12 Survey. ’

5
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12. Is there anything (more) you think the Buleau
might do to help people like you get promotions?

««.The Bureau'sg — .
policy of m i 3
than notifyi erit promotion jig -
you that tZengot?e employee that 5 positiossisbaCkwardi Rather
Position has been filled apg you WZL’:“ they notify
: not gelected

«..Publicize openings early enough fdr peréons to épply.

*+ «Month] ;
Y Seminarg ¢
OT informae

3

Ton,

...Encourage training. I feel very little aid has been
given by our branch chief.

N £
Figure 13. Illustrations of remedial suggestions reporte
Grade 12 Survey. hd

%n ﬁhe

B g

kY

Positive attitudes toward the agencies were emphasized and ex-

S~ S———

amples of discrimination were consciously Juxtaposed to cohvey éubtle

The

humor without detracting from the serious nature of prejudice.
focu$ of the report was on opportunity costs of discriminatiogfénd the
'1ack of good management practic;s inhérént in'discri@inatfﬁgf

The report was delivered to all seventy-five top management per-
sohs at the same time. Their secretaries were informed of this. iater
the same day Xerox copies of the report were circulated for other em~
ployeéé toiread. A copy of the report appeérs in appendix VII.

‘As Pareto warned, effects ﬁo nof follow iﬁméd¥?te1y on their
cauge; However, some related action was demonstrated following the

’

distribution of the report. This is discussed in Chapter 1V,

N, 85
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. . .
Summary - : d
» . . G
_ In this chapter a conceptual model of policy research was pre-

sented. It shows the positioning of forces which press against targets

for change and how these various forces weaken or strengthen during the

change process. A brief description was provided of‘the internal and

external environmenf which impacted on the changé!grocess, and the
sttﬁtegies which were developed -to carry out the research.

Five strategles were described. The first invdlvédfa precursory,

1 Q
3

check of agency records and related studies, and informélﬁineérviews.
From this, the nature and s;;pe of the problem were established andvthe
study population was identified. 1In'addition, tentative targets for
chapge were selecte&.. The second strategy was to’creage a‘favorable
clima;e for chanée, wﬁich,was accomplishgd,,in part, by conveyiﬁg tob
manageﬁent approval 6f t%e movemeﬁ# against se# d;scrimination.L The
problem was quantified by obtaining data on the.perception of sex dis=
crimination in éhe sthdy population; which was defiﬁed as all women in
grade 12’po§1tidn§ in the study agencies. For this purpose an attitudi-
nAl survey was conducted, in which the sample population was the entire
universe. The survey was dsed as a vehicle for the next strategy,
which was to increase the ownership of the change c&ncept. Wherever

possible the knowleage~and expertise of elites, formal and informal

leaders, and existing groups or formal organizations wereyutilized.

. . T .
The final strategy addressed the methodology for communicating the sur-

vey findings. S
The remainder of the éhapter dealt with the tactics used to im-

plement/the strategies, including the use of oral briefink and a

written report for broadcasting the problem situation based on the

S 1
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survey findings. 2 ' :
_fh1s summarizes the poliéy research. At the beginning of the

chapéer a diagramatic view ﬁas presentea of the two types of action re-

searchqutilized in the study. The ;econd type was nglfat;on research,

in whicH>outcome information from the implemented changes was fed back ‘kw

) into the system to increase the effec)g ofsthe change process. The
f .
evaluation research is described in Chapter IV.

Y,




IV. . CHANGE ENVIRONMENT, METHODOLOGY AND
PROCEDURES - EVALUATION RESEARCH

s | 8 \ )
The previous chapter dealt with the policy research conducted in

the study. - This chapter describes changes in the study environment and
: J

the effect of t@g@e changes on the evaluation research. In addition,
it describes- the empirical research, as originally planned, andﬁthe

records check, observg;ion and feedback that was actually carried out.’

‘Changed Environment

‘The original study environment was described as consisting of two

-~

agencies, and an administrative unit that héndled personnel and admin-

istfative matters, including EE0. The administrative unit had been

created by the previous political administration. Prior to that time

= ~

-

the two agencies had functioned as separate entities, directly under
- 4 . - ..

the Executive Department. Agency leaders were uncomfortable under the
< . ‘

administrative arrangement and, to some extent, resisted the policies

of the Chief Administrator. It was also apparent that members of

Personnel had chafed under the "open door" policy established by the

“ Chief Administrator, which had diluted their gatekeeping functions.

During the period of ‘the policy reseaﬁ&? some political changes

. had occurred in the external environment. -These resulted in a major

change in the organization of the study aggncies and impacted heavily
on the change process.

The reorganization occurred about three weeks after the release

88
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of the Grade 12 Report. The administrati%e unit was dissolved, along
with the position of Chief Administrator. Personnel Division and the -
EEO Office were retained by the larger agency (in which the change agent
was employed); these activities were assumed by the Executive Department
" for the smaller agency. Thus the two agencies were completely sepa-

rated, as shown in appendix IX,

In terms of the étud&, centers of power were radically changed

€y

and new lines of communication had to be established. Attitudes that
previously had been maskéd, nopw were openly expressed. For example,
hostility toward the smaller agency was freely articulated by the EEO

Officer. It ﬁae clear that minorities had made little progress in that

.. ¥
"agency. .

A full reassessment of the change process is discussed later in

the chapter. The following section describes immediate reaction to the

policy research, before the reorganf;ation occurred. . 4

-

P e Reaction to the Policy Research

As stated in the previous chapter, some related action was demon-
strated following tﬁe distribution of the Grade 1Z'Repor;. Followiné
are some examples of individual reactione. Many more were noted and
most were positive.1

e Two division chiefs discussed the report in staff meetings and
acknowledged that women were not well represented in management.

e One division chief contacted the EEO Off{cer and asked for the
4 / N .

names of the two divisions referred to in the cover memorandum. The

1The author. experienced some disturbance in work relationships
with some male branch chiefs and with her. immediate supervisor. These
‘are“discussed later in the chapter.

L 89
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man felt that by talking to the éhiefs of the two divisions he could be
more résponsive to the needs of his own employees. (The naées Qf the
divisions could nét be released because of possible retaliat;on againse

the respondents in the division, in which all respondents felt discrimi-

nated against. fAndy‘of course, there was a certain tactical advantage

]

in withholding the identity of the divisions.)

e There were other reactions to the report. The author was ap-

pointed to the agency EEO Task Force on the Status of Women and was

" extensively praised in the newsletter published by the women's group.

This latter céused personal jealousies, and shbwed a lack of apprecia-
tion for other participants whi;h adversely affected‘the change process,
particularly the strategy for increasing ownersh}p of the changé con-
cept. (The news article came as a surprise to the author. As stated
in the previous'chapter,ﬂwide-spréad participation 1is desirable, but

it creates control problems:) .

e In one division, two grade 12 women requested a transfer to the
author's branch. One was willing to take a érade 9 paosition. 1In each,
yéase the women were given improved opporéunities'in their own division.
One was told that new work was coming into the division and she’would
be promoted (to grade 13) to supervise the work. The other woman was
transferred to a more congenial branch.

®. In one division the chief urged professionals to attend manage-

ment coyrses. In the pastlhe had openly ridiculed the courses as

. ’ /
_ "theory management."

° Thé cover memorandum generated considerable discussion and
several male supervisors identified with the discrimination quotations.

. Ve . .
At least six men explainéd to the author that_they had been quoted out

90 . ‘ -




of cohtext.

Thus,‘thefe was evidence that the réport had stimulated awareness
of the problem. The plan was to accelerate this $wargness through a
series of discrete”adtivities. To this end, the women's organization
gsent a memorangum to the Chief Administ£ator requesting a meeting to
discuss tﬁe térgets. However, before he could réépoﬁﬂ, the major re-
organization occurred that was descriﬁgd earlier.

‘Adjustment in communiéacion links, reassessment of leaders and
power centers, and reconnaissance of the change environment were neces-
sary. ‘Iherconditiod of the force\fieid was radically altered. For
examﬁlé, a Veek aft;r the Chief Administrator left, Personnel contacted
the executive board of the women's organization and scheduled a meeting
for the next day. Five members of the employee réiations granch
éttended, or more accurately maréhed into the meeting, carrying a
number of administrative manuals. They sternly advised the women that

(1) the cover memorandum on the report had been typed on agency letter-

v

head, which was a violation of the organization's right-to-organize

contract, and (2) the women must not request a meeting with the
Director since it might be construed as 3 violation of the ageﬁcylcon-
tract with fhé uﬁion. The women were advised that they cou}d request
a meeting with the women's representative in Personnel Division and
she would handle any further communication.

The.éactic was obviously designed to iﬁ}imidate and it met with

- some Success. Three members of ‘the executive board objected to any

communication with the Director since it would antagonize members of
Personnel Division. Witb some persuasion by the change\agent, the

decision was referred to the full membership., The membership was

- ’ El

-
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.,

advised~of the need.to "anfreeze" the old;(domipant-submisaive)
\ structurx, and the motion to send the meworandum was approved A copy
of the meéprandum appears in appendix VIII.
No reply was received from the Director. Therefore, two weeks
\ B
later the change agent sent a note to the Director and enclosed a news-
paper clipping which referred to poor attendande at Federal management

training courses. 1 A draft-of the note appears\in Figure 14.

8-28-75 | \

1.
To: (Director) !

Re the attached. .Causey's solution misses the problem.
Government training courses go unattended betause govern-
- ment managers depreciate, and even ridicule, the enlightened
: management practices taught in these courses. This agency

is an example of the results - manageément by intimidation.
and‘harassment

e A good 1llustration is the way Employee Relations re-
; acted when the (women's organization) requested a meet- ‘
ing with you (August 15th memo).

e Good management ih Personnel would have seized the oppor-
tunity to open up communication and encourage women's
professional growth. - -

o Without your visible support, women's efforts will continue
to be met by institutionalized discrimination and frustration
will continue to mount.

. s
I am writing this X%s an (agency) employee. I hope you have
an open door.

(Author)

Figunre 14. Draft of note sent to Director

”

/7

1M:Lke Causey, '"The Federal Diary,'" Washington Post, Section B,

P. 15 August 20, 1975. Mr. Causey suggested that the problem could
‘' be resolved by taking attendance at the courses.
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An hour after the note was delivered, the Director's secrétary

called to schedule a meeting with the author and the executive board of

4

the women's group.

/
The note represented a caleculated risk. In terms of the force

fie%d, it was clear that members of Personnel Division would apply
pr%#sure to re—~establish the dqunant-SQbmissive posture In dealing

o

widh the women's group. Furthermore, the Director's management style

. @
appeared to be authoritarian and aloof. He permitted few contacts

outside of the chain-of-command. However, there was one notable ex- :
"ception. He had sponsored a futurist-type planning project, in which

all levels of employees had been invited to partigipate. One of his
stated objectives ggs to "open up communication" in the agency. The

ngte was designed"to reinforce this notion. ’ E \
’ \ . o\

A number of incidents had occurred which made it apparent that' .
the change process would \disintegrate without immediate support from

top management, For example, the author was given a below-average merit

'

promotion rating on personality, and was told that she was "too

aggressive - like 4 man." The chief of another branch routed work ‘

directly to the author's,supervisor and by-passed the branch in{various

-,

ways. Other, more serious types of harassment were experienced in the

1

work situation. As stated in the literature, the effects of change

aﬁe felt in various parts of the ofganization.

As news of harassmeht circulated, attendance at the women's meét— """"""""""""""""
ings ‘dropped off. It bec#me imperative to obtain top management
support without further delay. The risk of overt disapproval by top

management appearea less dépgerods than a continuing neutral position.

i
\

The note was sent; it received immediate response from the Director,
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. as stated. A meeting was arranged for the following week.

&

During tkis period, the change agent attemptee,to increase her
expert power and referent power, as suggested in the literature. For
exampie word was leaked about professional honors received in connec-
tion with recent technical research and about ‘other types of recognitioﬁ'
received, such as inclusion in the World Who's Who of WOmen.

e

In the meantime, members of the women's group prepared reports

for the meeting, which was held in the Director's Conference Room. The

Director shook hands with everyone and introduced his colleagues - the

Associate Director for'Personnel, the Chief of Personnel, and the Chief °

.

- of Employee Relations Branch. The Director reiterated what the members

" .
of Personnel Division had said about a technicality with the labor
union and instructed the group to communicate through the women's

representative or the EEO Board. It was clearly a reprimand;.there

o
I3

was no "open door" policy under the new arrangement. The extent of

top tanagement's disregard for equal opportunity was apparent when

o3

_ someone mentioned the small percentage of women in grades 13 and above.

H

The Director sdggested that women shoeld.look for "quality'" in their

jobs, instead of 'quantity" of opportunity.

’

The women were,stunned. Two of the elites joined the union.

Another arranged with FEW (Federally Employed Women) for assistance. in

initiating a class suit; several of the other women agreed to this. A

full-scale reconnaissance of the change process was needed.

Reconnaissance of the Change Process

At this point it was necessary to reassess strategies in terms -

of the new environment and the prevailing climate for change. Essen-

¢
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; W . ' ‘

tially,'this involved a period of information gathering. At least three
questions had to be answered:

(1) Could the evaluation research be conducted without adversely

4

¥

affecting the women's organization?

¢

(2) Were the targets still viable objectives toward alleviating preju-

«

. " dicial barriers to career advancement for women? x
(3) Did measurement of discriminatioh still have potential for

positive feedback into the system?

1

i ; In order to answer these qnestions the change agent coﬁtacted the EEO -

Officer, the executive board of the women's organization and the Chief

of Employee,Develppment Branch in Personnel Division, and conducted
* brief interviews with'seven of the Grade 12 respbndents randomly
selected from the iarge agency. An attempt was made to contact three . f"'

" respondents from the small agency. The reéu;tsfare digcussed below. -

-

do [4

© Respoﬁse to Question (1)

The EEO Officer strongly,favored-é duieséent period. 1In fact, .
, .

<

he saild that any further»activity~wouid'have to,be conducted through

the EEO, Board. He would not want to be directly involve& in another

survéy.}

The executive board of the women's organization did not want to

N . . , ‘ ) \ ,
' engage in any ‘activity ‘that would require contact with Personnel Divi-

—

6 : sion and they would not bgck a survey which was not cleared by.Peréon—

jnéi. They were anxious to continue the change process, but they did

lrater he did cooperate directly with the change agent in pro—’
viding data for the records check. . He also offered to provide data
for the comparative analysis, which he could obtain through his
regular contacts in Personnel Division.

. ,.‘ X . - o 'i
| " 95 L |
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not wént‘to endanger the organization's officigl status within ;hé N
agency. ' ' : : ; -

It appeared that some tecﬁnique, other thah.the interview, would
havé to be used éor the evaluation fésqﬁrch. i

'Respoﬁse to Question (2)” ,

Two targets had been identifiéd as Viabie OGjéCtiYeS toward

alleviating prejudiciai barriers to caréer"advanéement for ,women.
B These were:" (1) a policy cha;ge ﬁo require posting of professional
~vacancies so eligible wowen'cou]d,épply, and (Z)KiqggéasedQMnnagemeﬁt

training opportunities for women. These targets wvere identified early

©
»

in the chadge process-.and were sﬁpportcd in the Grade 12 Survey find-

.

ings. Respondents felt that they would have greater opportunity for

el

promotions if they had attended'manégemeht training courses. Their

~ I . .
.

’ LN A
atlitude reflected the attitude of 'top management at that time (prior

- o

to the r¢organtzation).
, . .

-

In discussing the targets witﬁ»the various persons mentioned, the

cha%ge agent found consistent endorsement of the first target. ‘There

was consensus that women would not have equal opportuniﬁy.for pTromo~

v . \

tions unless vacancies were advertised so women could éppl .,
The second target was not supported. For example, the Chief of

-

the Employee Devolopmént Branch in Personnel Division discussed the

-

topic at a meeting of the women's organization.l He told the audicnce
.. L |
that management training was not a criterion for positions in middle

> 4 5
and upper management. .
A ° ' .

l

lihe ta-ﬁ?aqs given at a luncheon meeting on Wednesday, “& t .
20. It was ,advertised #n the official agency bulletin for August ;
1975. This bulletin is available in the agency library.

. a
’ ‘ ~ h 9 (‘) ) .
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This was a change from.the prevailing attitude under the former

Y

Chief Administrator. He had encouraged promotion of administrative .

3y

generalists, as oppBéed to speclalists.

The depreciation of management training was apparent throughout
~ . - . .

the agency. For example, in a high level advisory committee meeting

the Agency Director and his assistants joked about a division chief

1)

who was attending a Civil Service management course. They announced

o

that the man was "attending Finishing S?héol,"
"As will be shasm 1éter, it appeared that increased opportunity
r ~ ! )
for management training had resulted. from the change processl but it

. was no 1onger”é valid meafurément of progress toward the goal (of
. . 0 . ‘ ! .

increased promotions into middle management). .

-

[ 4

Response to Question (3) . .

The importance of top management support of the change process
. .= .
was stressed throughout the literature. As a resg%f, the first stratégy

developed. by the author, as change agent,‘was the perception of support

.

of the feminist movement by the Chief Administrator. There followed an

awareness of sex discrimination throughout the agency. This, in turn,

¥

created a climate in which the verbatim illusﬁrations of sex discrimi-
nation in the Grade 12 Report h4d the potential for stimulgting'change.

(As Griffiths stated in, one of his propositiong, chahge iﬁ organiza-
(/ tions "tends to occur from the. top dowh.")l-

. An entirely different attitude was expressed‘b<&fhe Agency Direc-

t

tor after the reorganization. . As stated in the previdus sec on, he

. 1Referencesfby @riffiths and other authors regérding top ma -
T ment support appear in Chapter I1II, page 54. .

-

N
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-

. : suggested that women sh ‘ld look: for."quality" in their jobs, instead
. » ,

of Yquantity" af 6pport€:ity. His attituq: was quickly transferred
throughout,tnf agency. 'For example, at the previously mentioneg’ad-
visoryﬁcommittee meeting, the Director requested reports from divislon

chiefs and associate directors on staffing‘effortg. A typlical response

- ‘ -

was, "We have placed two capable men in assistant d 17 n .chief posi-

+ tions and we're considering-another mag for-a grade 13 position."
There was no recognition of affirmative action or improving,management

A Y

’ i . B
\\ - techniques. When one of the advisors ralsed the question about exdcu-

N J
tive training, the response was that "our emphasis 1is on research."1

This changed attitude toward management training and -sex discrim-

, 1nation noticeably affected the Grade 12 respondents. *The reinterviews

- - a

conducted with the seven respondents were in sharp contrast with the
‘earlier interviews. In the original survey, ‘many women éxpressed fear

of retaliation but they wanted to be interviewed anyway In these
»

second inberviews the respondents were apathetic and disinterested.
They said that nothing would. change. sex discrimination.z -
At that point, any measure of change in.;erception of sex dis- -
'crimination wou;d be subject to'distprtion by'fontemporary effectd.
) ) In addition, the attitude of-ton management limited petential feedback
into the sy8tem grqm reports of sex discrimination.

One further problem was noted. The author tried telephoning

. \
. L : ~
- ra

NS ' . ,J'/
y ! iMinutes of this conference were recorded by the agency historian.
They are available for public review on request. It 1s interesting
that the quoted comments were made by the only woman associlate director
) in the agency. )
® . . > ;
2ps a change agent, the author found it neceséary to continually )
. reasgure pdrticipants that progress was belng made. As the literatyre
suggests, beople tend to have uﬁﬁﬁalistic expectations.

,

)
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three Grade 12 respondents in the®smaller agency. One had retkréd; ;
one said that the agencies had nothing in common dnymore and she didn't

feel that she could contribute anything; a message waé lef§ for the
' ]
N

N .
third person but she‘gidn't return the‘cal}.l v .
’ An assessment of the situation indicated that a ,different tech-
| 5
nique would have to be used for the evaluation research. (This is

v ’ o
described in the next section.) However, despite the apparent setback,

the change process was continuing.” Elites in the women's organization
s : ® . '

) hgd broadened their p;wer base Py joining the union. They took other
~ posi;ive measures. Fsr examplé, they re—routéd the memorandum té the
Director thougp tﬁE'EEO.Board gas the Director had suggested).

° « . Intérest in the change p;:égéf';urfaced among other groups. " For
example, the author was asked to présent the resul;s of the Grade 12
Survey'for'the Toastmistress Club.' - oy i

Another inte;esting event occurred during this period. A team
from tﬁe Executiyé Depar;ment %isited the agency to'inSpect“Personnel
Division. Employees were permitted individual conﬁerenées. The adthor
and several members of the women's group requested appoingmenté. The
team was intergsted in the Grade iZ Report. They ad;isedbtﬁe author

"

that management training would be rapidly expanded to include grade 12

s

employees. It was ironic that this target was virtually assu;zé)qhen

it no longer served as a valid objective for the chaﬂ%e p}ocess.zk/
E . ~

| )
- - : 4 4 - '

. N . * :
1The literatyre describes problems of "the outsider' and the
"N.I.H. factor" (Chapter II, page 65). This may have}&gg;ribdted to .
) the uncooperative response or these respondents also may'have felt
apathetic towa;}”sex discrimination.

25¢ course, .the value of this trailning was not limited to exist-
ing conditions. In time it could again become a criterion for pro- '
motion to middle management. In any case, it should improve the
ability of ‘'women to manage. - ) A

s
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During the reassessment of the change process, a new target was
- .

2

Q
identified.. The executive board of the women's organization wanted

hard evidence of change. They suggested that goals should be estab-

/

lished, since none had been set in the 1975 EEOJPlan.l The target was

set at a ten percent increase over the 1974 goal. This turned out to

-

be .9 promotions (rounded up)-. ) a

. In the next section the targe "u disgussed further, alogpg with
4 F ' . )

-

the original plans for ﬁhe evaluatio darch and the researéh'as it

was carried out.

- Design of Evaldation Reseatch s,

\ The original design, of the evaluation research included a re; 

Y

interview of the original Grade 12 respondents. Data was to be col-

lected by telephone, using a short interview schedule. The questions

were designed to measure change in three areas: (1) perception of dis-
<«

crimination, (2) number and p%fcentag% of promotions to grade 13, and
(3) number and percentage of respondents designated for management

< traiping courses during FY 1976. ' . : i\%

-

As stated eaflier, the: first and third.elements had ceased to

be valid measurements of change and had cegsed to have potential for

.positive feedback into the system. The second element remained a valid

» . * . - 3 -
smeasurement but it needed to be strengthened by comparative analysis’

+

with data from a previous period. In addition, the new target - a

numerical geal of 9 women promoted to grade 13 - required objgctive
- . * Y

lyhen the 1975 EEO Plan was releas in March 1975, it was
announced that goals would be set by the associate directors.in each -
agency. These goals weére to be released in a separate report as soon
as they were formulated. By November 1, 1975 these goals had still
not materialized; thus the concern for the new targét.
A

&
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data).1 Because of the unfavorable conditions for reinterview - includ-
: . 4

ing the probahility of a high noninterview rate - andvbecause an objec-
¢ ) . -
tive tool was more efficient fdr.évaluating-thé new target; the original
{ ’ -
“ﬁ\\ plans were dropped in favor of a records check and co;parative analysis.
This was timed so tbﬁt resulés cguld be fed back,into~thé'system through*

s - ¥
- ~ the inspection tgam from the Executive Department. / \~

S

o

. - . Records Check ‘ ' : '

‘The EEO Officer obtained computer printouts of current .employee

characteristics and recorded the current status of the 124 women who -

were included in the Grade 12 Survey. For purposes of ‘quality control,

a ten percent sample was randomly selected and gpe sﬁaé;;“:;—::hp%e .

persons was verifi by inquiry. The record appééred complete and

accurate as of the specified date, September 13, 1975.

—
The original universe had b*pmputed as of March 15, 1975.

. b
However, the "change period” was detignated from the date that data

were released in the oral presentation, May 28, 1975. Thus, for csm-

.
» ’\ - -

parative purposes the 'change period" consisted of 15 weeks. The data

on promotiqns, attrition, and other losses during that period appear

,*%a . in Table 1. ,These data were obtained from the EEO Office and were

i

4 subjeét to the verification procedure described above. They cover

. grade 12 women in the two stud& agéncies.2

4

. IThe plan 'was to determine the number’ of; pfsmotions as of the .
end of the change period and. advertise the difference between this and
the goal, in order td stimulate progress. As is shown in the next
4 section, this became unnecessary. The goal was exceeded during the
change, period. ) . :

~

- 2The two out-df-scope divisions were execluded from all tables
in this study. : ) . \

. ' - \
' - 101 ) : .
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@ ’ Table I. Change in Status of Women . . "
! . in the Grade 12 Survey
5/75 - 9/75
Type of Total . Number Percéhtage 3
- Change Number Changed Change
 Profiotion , v 10 8.1
Transferred - 11 8.9
out of study ?\
agencies
. T »
Retired ) - ’ 3 2.4
Deceaged’ - o 1 0.8
. Total ' 124 - -

§

<

The most recent data available for comparative purposes covered
the twelve-month period December 1973 - December 1974. Thege appear

¢ .
in Table 2. The data were compiled for the 1975 EEO Plan in the study

‘ W
agencies.’ .
k‘ o
Table 2. TIncrease in the Ngmber of Women Employees
in Middle Management in (Study Agencies)
K_ 12/73 - 12/74
Grade Goal’ 12/73 12/74 ) Change

GS 13 +8 68 80 412

GS 14 +6 33 38 +5

e 15 +2 x> 6 -2

Total +16 109 12% +15

Note: The total number of employees in Grades 13-15 igpfeased
by 49 dg;ing this period.l

A

3

¥
lThe increase of 34 men in these positions reflects both pro-
% motions’ and direct hiring from the outside. There is less probability
" that women would be ‘hired JiFectly into these positions.

-
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Some related data were dvailable for the period April 1973, - June,

1974. These appé;r'in Table 3; The table was reprodﬁcgduin i€s en~-
tirety from the report prepared by the Equal Employment Opportunity
Coumittee, 19741$ask Force g; thevStatué of Women. The repdftzwas're—
leased in the sé;dy‘agencies on December 3, 1974:

Table 3. Employment of Women in (Study Agencies)

4/73 - 6/74 §
. N Women as .percent
». Total Persons HWomen of all employees
-

April -, June April June April June
Grades 1973 1974 . 51973 1974 1973 . 1974

; ' .
1-4 694 644 512 479 73.8 74.4
5-8 1,071 982 768 875 71.7 84.0
9-12 1,026 1,041 T 404 414 39.4 39.8
13+ 692 735 109 119 15.8 16.2
Total 3,483 3,402 1,793 1,841 y Ol.5 54.1

' .

Data from the previous tables provide a basis for angiyzing pro-

motions of women in the Grade 12 Survey.

Y
Table 4. Comparison of Increase in the Nimber
) of Women in Grade 13 Positions,l as
Shown in Tables 1, 2, and 3

/ Number of
Source ) ' Period JWomen Promoted
Table 3 4/73 - 6/74 (60 weeks) 10

Table 2 ©12/73 - 12/74 " (52 weeks) 12

Table 1 . 3/75 —>9/75 (15 weeks) 10

i

3

N 1Although it is ,possible that the increase in women in grade 13
positions, (in Tables f"éﬁd 3) could reflect some.direct hiring from
the outside, it is probable that in most cases women were promoted
from grade 12. o ’

-

¢ . . ,
. I
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From the data showﬁ in Table 4 . it is-obvious‘that an unusual in-
crease in promotions occurfed during ;he.ﬂchange period." There are a
ﬁumber of ways to approach this. For example, during the period ending:

. . . June 1974, on the average there ‘was 1 prpmotion every 6 weeks.

{ /
. + . December 1974, on the average there was 1 promotion every

0

4 1/3 weeksj\\\\ //,hfmp

. « . Séptember 1975, on the average there was 1 promotion every

1 1/2 veeks.
If the rate of promotions during the '"change perioﬂ" was consistent
throughout tﬁe year, 34 women would have been promoted to grade 13 in
calendar year 1975. ?et accoEding to the notation in Table 2, only 49
persons - men and women - were prom&ked to grad:s 13, 14, and 15, .
during calendar year 1974. Note that in Table 3, Which épvers half of
‘calendar year‘1974, the_perégntage of women in these three grades in-
créased by 0.4 percent in sixt; months. Even considerihg'the possibil-
ity of increased employment in these étades, the increase during the
"change period" was remarkable. This, and other findinés fram the

study are explored in Chapter V.

A

Summary
This chapter described a structural change in the organization
of the 'study agencies and the dramatic effect it had on the change
process. Since the reorganization.was~a result of political decisions

in the external environment, it served to emphasize the commonality of

Federal agencies in théir relationship to the political environment

-~

1.
and thus the potential for generalizing strategies from this study.

. AQH? éﬁ%gfer also provided a description of the imme¢diate results

104 | "
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of the policy research and the changes in objectives and plans for the
pe .

- evaluation research. These changes emerged from a reconnaigsance of

*

the change process following the reorganization. The reéqus check and
comparétiva analysis finally undertaken replaced the empirical research

oniginally planned. The results of the records check were discussed.

- Further evaluatiPn of these data and of the findings from the earlier

n

research are presented in Chapﬁer V.

a '

¢
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., V. RESEARCH FINDINGS

v

The action research conducted in

\Qi: study consisted of policy
regearch and evaluation. These were descr

bed in Chapters III and IV,
along with some preliminary results of.the reseérch. Evaluation in

.

terms of the hypotheses appears in this, chapter.

- . /7 =
Review of the Hypotheses and Assumptions
,For“this‘study, four ﬁypotheses were postulated based upon cer- )
’ tain assumptions.” These were enumerated in Chapter I. The in;ent in
° this chépter is £o examine each hypothesis and its related assumptions
' in terms of the undeflying dynamism of the change process.
Hypotheg%s 1
During the change per%od, the‘nupber of gomen promoted to grade
B 13 would éxceea'the ;verage’increase during a comparable period of )
,i974 by 10 percent or-more. . |
- The‘assumption was that the additional promotionsgcould reasonably
*  be attributed to the cgapge process.
Data for hypothesis 1 . o \ v})
* - fhese data were der%yed from Tables 1 - 4 in Chapter 1IV.
1. Number of grade 13 women, as of December 31, 1974 ..:?7? 92
2. Numb;r of.grade 13 wome;t as of December 51; 1973 ...... 80
’ - Percent incre?sq for 52 weekS ciceeirnenenncnnennannsnss 157
* -~ Average percent increase.for 15 weeksyi/(i..l........... 4.3%
-_ o
97
Q ) '
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3. Number of women prombted to grade 13 during the change

4. (By extrapolation) number of women promoted to grade 13

@ - . . R .

during 52 weeks ...viiceeiceieiccnccencnne evesnns P | Y
- #

- Percent increase for 52 weeks (at 0.667 promotions

PET WeeK)" tevuueennosoussnnnncsssssssnsosscesssnnnss eeee 43,32

- Percent increase for.l5 weeks (change period) ...... eeve 12.5%

The analysis indicates that hypothesis 1 is positive.

Examination of the assumption in hypothesis 1

The percentage increase during the change gerioa was remarkable.

" In considering all possible reasons for the increase, three were se-

lected as the most likely causes. These were: (1) a genefal increase

" in employmen£ in the agencies;. (2) an increase in grade 13 promotions

fof women due to EEO activity; and (3) an increase in grade 13 promo-.
tions for women due to the change process.
In fesponee to reason (1), the data in Table 3 of the previous

chapter show that during the period April 1973 - June 1974 Yotal

employment decreased in the study agencies. Although data were not

available for i975 for Qhe two agencies, they were available through
June 1975 for the larger agency. .According to the eméloyee bulletin
dated September 1975,1 during the period December 1972 - June 1975;'

total employment (grades 1 } 18) increasea by 162 persons (5.5 percent)

and average grades decreased for both men (10.1 to 9.95 and women

(5.4 to 5.3). The émalyer agency traditionally'has had a stable

A

a

N
-

IThis is an internal agency communication which is on file in
the agency library and is -available for public review.

f 07
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ewmployment. For example, during*the perfod cevered by Table 3, it cen-

1

-

tributed one persoa to the incrcasce in the vatepory (grade) '13+.

Clearly rcusen (1) does not nullify the assumption in hypothesis 1,

@, . -

S N "ne é
In response to reason (2) the data in Table 4 of the previoeds

chapter show that increascs from April 1973 - December 1974 were modest

as comparced to Increases during the change period.  In addition, the

universe for the Grede 12 Survey was the computer priuntout of employces /3y

»

as of March 15, 1975, Between that date and May 28, 1475 only one of

the, grade 12 respoudents reported a promotion. There appears to Do

-~

‘nothing in these dats that can account for rhe incrceacce during the
. i
~ ’ . «
change persod and the review ot records shoged no unusuil BEEO activity

during that period.

’

Theiofore, it is reasonable to assume that the change procesc had
. - I o PR - vy e ) i e e e . A S
L R O S Y T e B L L O T e P b O e SR I I I

The assumption was valid and scerved to reinforce \the hypothesis.
)

T Hypothesis 2 '
There would be an increasce of 10 percent or more, in the nupber
\\
of women in grade 12 positions scheduled to attend government manage-
st ¢

ment training courses in 1976, as comparcd to the numbger that attended

in 1975.

v

- There were two assumptions associated with hypothesie 2@ (1) Women

would know if they were scheduled for management training in 1976
;
and would accept training assignments as an objective toward cqunl

opportunity; and {2) no change in civil seryice rules would éccur

-

that weuld interfere with valid comparison of 1975-1976 schedules

-4

YEEO Task Force Report, p. 7.
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‘ L. for management training. . ' . A .
- ) A o _ . d .
w* ’ - . . / .
. Data for hypothesis'2 - - . . t. .
M > 4 ‘, . . .

~

No déﬁa were .gatheted to test fhis.hypothgsis since it ceased to

" 'be a valid measurement of progress toward the desired goal. (Howéver,
: o “ ~

as stated in Chapter IVZJtheré‘;%s virtual assuradce that managément
<< - - . . . X hd '.
- training opportunities would be expanded to inclu?e grade 12 employees.)

.

Q!~ ' Examination of tHe assumptions in hypothesis 2.
+ As described in Chapter IV, the first assumption reléted to thi%

hypothesis was not met. In the reorganized agencies, mandgement train-

v i
. . - »

ing éourses were mno longefibriteria for middle management positions and

were actively depreciated by the new top management. Therefore, manage-

t : ] ]

(»\ . ment training was no longer a viable objective of the study.
. 4 . , ] ] { K . -
Y % - ) + 4
‘ Hypothesis 3 ‘
R ’ : ° e ! = ) ’
D Aﬁéer the change period, there would be a decrease of 10 percent

or moré in the number of women in grade 12 positions who would feel*
» - ‘ ¥ '

- - . -

"presently discriminated against."

N o

. = ~The assumption was’that contemporary effects would not be excessive

y .

to-the point’ of confounding resultg. '

v s !

o Data for hypothesis 3 g

; - ’ 4 No data were gathered to test this hypothesié since it ceased to

~

;l ;3 " have potential f9r positivﬁ feedback into the system. '

¢

Examination of tge assumption in hypothesis 3

3

As desc'ibed in ChapterwIV, the assumption related to this hy-

e pothesis was not met. Grade 12 Tespondents were apathetic toward sex




B . ] @ . ~
discrimination. _Top management showed no eoncern for affirmative

:7 * ’ ’ . o - P ’ . - ' ’

‘ action. In fact; ‘o' the bas;g of stated plans for promotions and\Ehe

»

1 . . . .
% promo®jons already, granted, there w&s-evidepce of an increase in preju-,

-
Pl

dicial barriers against employment opportunities for woéen. ‘

Lot . b
~ ' ‘ Hypothesis 4 o ‘ - i

There wodld be a policy change in the study agendi7§ so that’
eligible.persons would be notified before a position was filled.

?
- The assumption was that records cou1d~be.obtained'to establish a .’

&
basls for recognition of the policy change. = .
. : Y . «
Data for hypothesis 4 RS U '

As described in Chapter IV, one as;oeiate ei;ector‘poqteﬂvnosicei
of a profeesional vacancy. This cannot be fnferpretee as a_poliey
~change but it mey have been a hhrbinger of\change.\ There 1s also the
possibility ithat it reflected an awareness of %besgeed to open up B
Y, communication in the agepcy. In any case,ﬁif*w?s not happenstance.
. The author contacted the gssociate director and'bhé_persoﬁeel special~ Lo
ist reéponsible fer the posting. It was deterﬁined§$Q£i=££2=£2§;4ng

was done under the direction of the assocliate director.

. Examination of the assumption in hypothesxs 4 e ,

i

In some agencles notices are sent to eligible persons’ informing -\\ .

them of their candidate status for a particular position. These were;

-
“

thé type of "reca%ds" referred to in the assumbtion. However, in some
- v
agencieéinotiees of vacancies are posted ors public bulletin boards. ‘
; ‘ ‘ _ " 3 < ‘ 8
Non-proféssional vacancies are broadcast in this manner in the study

B R . L @

agenciles. —_— _ , BN
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Hypothesis 4 and the related assumption were considered inconclu-

sive. However, the posting activity 1s discussed again in the naxt

section, aloné with other results of the actiom research.
. : : 9

1

Other Results of the Action Research ‘ ~

1
-

"‘As indicated in the'literature, results of action research evolve

over time. * For example, Pareto stated that "results do not follow

~

]

-~ :
immediately on their wausg' ,ﬂd Mann and Neff stressed the. need to set

realistic expectations. 1 Thus, one could not expect the targets to

L

reach, their desired levels in the fifteen weeks of the change period.

However, discgete events and trends toward the target levels could be-
* .

eome discernible. Thie gsection addresses such events-cond@tioﬁs which

Iy

surfaced during the change period and appeared to have a casual,

: . \
relationship to the action research.

Probably the most important condition was a change in ‘the organi-

zation climate. Employees showed awareness of the problem. A chain of

I N \
looseTy‘EOngected events, mentioned in previous chapters, serve to

ey - .
- -

support this observation. For example: 3

-

e A division ehief noted that few women were represented at the man-
agement levélﬁand he encouraged supervisors to attend ‘management
'ffhining caurses, whereas in the past he he@ ridiculed such courses.

e Another eivision chief contacted the EEO Officer to learn more about
the Grade 12,Survey. ’

e A 'survey respondent was pyomised'a promotion and another one was

transferred to a more congenial branch, after requesting transfer

to the author’e branch.

lpeferences are from Chapter II.

.
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®» An associate director-pasted notice- of a grade 15 vacancy on the
% . * . , .

a .

public bulletin board.

) Several supervisors protested that they were quoted out of context

in the Grade 12 Report- they were concerned enough to protest.

e The author was invited to present a review of, the Grade 12 Sdrvey
b
for the Toastmistress Club.
-8 .
Other events occurred which were not previously reported. ‘Most”

-,
.

of these bear a tangential relationship to the change process. For

(74

example: ' ' T ~

e Personnel sponsored a maragement course for supervisors in grades

9 - 14 The content and format of the announcement, and the minimum‘

grade level of eligibility conveyed a democratic attitude which was
unusual for Personnel. A copy of the announcement appears in \
~appendix X. |
e The author filed_a grievance complaint againsgvher‘supervisor for
the retaliatory merit promotion rating on personality.1 ‘This was
the first time in her government career that the author had filed a
. L]

complaint for any reason. It appears that the change process may

affect the actors in a personal way. ,

There were indications that an awareness of sex discrimination
had permeated,throughout the study agencies. For example, in con-
ferences involving various levels of employees, frequent references

were made to "feminists" and other terms re1ated to the feminist

~N .

The grievance yas gsettled at the informal stage; the personality
item, and three related items, were re-evaluated as satisfactory or
. above.

-
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movement;1 there_wa? general use of dual-gender pronouns in both written
' o . ’ .

and oral communications; secretaries were less often referred “to as

. ~ ’ ’
. some supervisor's 'girl"; and, in general, there was evidence of greater S
v 1 . . 7
respect for women-as professional emgloyees. : ' ' o
© . * L .

Much of the general awareness of women emq}oyeés reflected the
, ] \\} ) ) -

~ growing recognition of the status of women in the nation. However, it
4 . .

- ig reaseonable to assume that the change process ¢ontributed to this

’

a@areness in the study agencies: 'Fpr example, instructions were is;ued
. . : b; the Execytive Department §§at'tit1es, Such'asoMr., M;s., Miss or Ms.
, .ﬁére to be qmittgd fr;m‘communicéfions‘to the Dep;rtment. :However;
. / the Director (of théAlarger stud; agepcy) ;xtended the order to all
written coﬁ?rnication ;riginatbng in the agency.
. In additibp to‘genéralizapion of,awareness: qwne}ghip of  the
change concept ﬁgd becéme entrenched among several elites. For ex- o A(’
ample, the‘egecu ive board of the women's organization became aggres-
gsivel; involyed Zn'seeing that their memorandum.to theﬂDirector méved
thtough'the EEO Board. :A committee pf.the women's organization re-
searched the materigl_held in employees' individual persgnnel files
and sent a memorandum to Persoﬁgel demanding ts have files updaﬁed, to
delete reprimands and other deleterious information that have an auto-
matic deletion date. .

&

To some extent the mold had been broken; as individuaL~émp;oyéesk

\ 4

1‘]“This‘was an on-going process. Immediately after the release of
the Grade.l12 Report there were exaggerated references to "Feminists."
For example, one division chief would salute when the author entered a
conference room. Within the change period, this attitude evolved
into a more egalitarian acceptance. -

2Pe):sormel remains a "late-adopter" division.

. T _. N !
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. and as members of an ofgan]pation; the women were not accepting ‘the old
a ° . -

-

.

" dominant-submissive posture with Personnel Division. Fprther@ore, the

\ ' . group was not refefring to the_author for new ideas for change. They

were moving ahead on their own 3nd inviting the author to join them.

~ Thus, respénsibikity for the change process had transferred from the

change agenf to the established leaders within the agency. There re-
. /
. mained only a maintenance function for the change agent and a feedback/

-

process that could be implemented by employeea.‘ However g since tqg/

‘ . [ & s . -
. ) change agent came from within the organizafion some of\the~imE§¢9§/;or .-
. ,  aeen: =R ‘ | , P
' . i . change was retained. ‘Rather than a role difference, a difg;f -

) ~efphasis occurred. This points to the lodestone of haviﬁ/f

o
-

agent from within; vigilance and awareness for incfemgntal gains have:
thqmpotgntial forlcontinuai feedback into the syst:é;?|=

Ag stated in.Chaptef I, it was not .,the purpose of this study to
proé%ﬁa é full;‘structured aqd operational process: for reducing preju~

3 » dicial barriers. The intent was to create specific instances of change

“ v

b - B
as an impetus for more profound change. From the findings dgscribed
’ o \ N ‘) ]
in this chapter, it is reasonable to assume that the effort succeeded.

S
=

. .
~ N

r.

"~

Summary
i This chapte?%examined the results of the policy research and the
evdluation research, in terms of the hypotﬁeses postulated in Chapter I
. and othér, more subjective, results. A strong case was made for suc-
\ ) A -cessful increases in promotipns for women employees tq grade 13, as

stated in hypothesis 1. Qypo;heses 2 and.3 were rejected as no longer

valid measures of progress. '(Managément training could no longer be

: considered a:viable objective toward the desired goal and feelings of

“~

R o
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\£;duced sex dis¢rimination had no potential for positive feedback into

the system under the prevailing attitudés quthe new top ﬁanagemént.)
Hypothesis 4 wal inconclusive but there waqlsome'tangible evidence that

at least some members of kop management were responding tey the need to

. ' ! f
open up communication in the agencies. -

Considering all the evidence discussed in this chaptet the con-
clusion was that the changé process was successful, to the extent
intended. This poin& is developed further in the final chapter, where

application and theory of the change process are compared, aléng‘with

general conclusions and recommendations.

/

IS ‘ -~
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. development of strategies on change theory and observation of the re-

referenced to related literature in Chapter II.

VI. CONCLUSIONS AND RECOMMENDATIONS

’ : 14
In the first chapter referenc@ was made to the literature search '
. o , * ..
as an important regearch techniqde in the study?“JThis extended to the
' .

sulting change process in relation to the literatur%. jOne purpose of

the close obgervation was to increase the éenérality’of the study by

-~

identifying incidents and trends that could be predicted ¥rom the Y

literature. These are described .in the first section of the chapter.
‘ ) .

In the final section are proposals for stabilizing and maintaining the’

change process and generalizing the study to other Federal agencies.

- : . - .

H

Conclusions
Several important concepts of change theory were demonstrated in

the study. The major ones are discussed in this section and are cross-

) Commftment f;ombTop Management
According'to the literature (Griffiths, page 54), change in an
organization~is more 31kely to be accepted if.it has the support of top
management.  In the author's view, commitment by the Chief Adminis- -

4

trator was largely responsible for positive reaction to the Grade 12

. A4
Report. Under this administratdr, supervisors were concerned about the
perception of discrimination expressed in the report. After the re-
+ .

organization, the Agency Director showed a negétive attitude toward

[

affirmative action for women, which was immediately expreésed in the

v
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hiring and promotion practices of assoclate directors and division
chiefs, It 1s difficult to imagine a successful change project without
a -~ .

. commitment from top management. (However, such commitment is-not

enough; more 13 needed.) . . : ' v

Sbreading the, Ownership Concept

" * People support changes in which they are involﬁéd; they resist .

changes imposed on/them by others (Wat8on, page 53). Thus, participay
: . C !
! ~ - N

tion and involvement of the tafget group should be egcouraged through-

out the change 6;ocesa The atthor considered this an important factor
! . . . : '
in legitimatizinggtﬁe fightyagainst discrimination in the stﬂdy agen-

- . cies. For example, every division became involved through the partici-
pation of its Grade 12 respondents. No division chief or assoclate
.director ceuld feel aloof from the change process. This motivated

)

discussion/of the Grade 12 Report among top managers and all levels of

profeséional employees. As a result, it openedxsp a network of communi-
cation which permitted further fgedback into the system. Broad partici-

pation that fosters involvement has major impact on the change process.

y The Whole and_Pa;t.Relationship
¥

According to Watson (page 42), changes in any part of a social

gsystem have consequences for other parts. Pressures from the social
’

¥

system may nullify the progress made by a subunit; or one subunit méy
undermine the progress of another subunit; It is important to be
aware of this. Early in the stﬁdy?ia policy decision on the use of
the éeheric pronou;v"he" was nearly reduced to triviality by a gréupA

who feared the change process as an intrusion on their opportunitjes.

Every effort should be. made to involve such groups in the change

i ' : ‘ N

, 1%
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. o . .
process, but until this 'is achieved the change agent should beaialert to

M .

acts of resistance from disparate parts of the system.

Y

Circumventing Obscacles When'Ppssible' ' N
l Lewin (page 45f\cautioned that increased pressure toward the goal

»

may not bring about the  desired change. This was noted when initiating
the Grade 12 Suryey. It was deceided tqlcircumvent Personﬁel, ra;hér

than discuss thehplahs with them and face pgssible delays,~during which
. ) : - ) .
counter-forces would be strengthened.. Such decisions should be wmade

o

throygh analysis of the force field, not by intuition. ‘This is the

: ..
kind of probIem that one might ex?ect to encounter in other Federal-

agencies., Personnel divisions‘tgnd to have a conservative philosophy
and to resist anything'that threatens the equilibriun(éf the organiza-
“tion. The type of counter-forces described in the stuay are highly |
predictive’of tge tactics oné might encounte% f{rom ?ersonnel in any

Federal agency uadergoing change.

b
4

Break the Mold

-

Lewin advised that it is ﬁecessary to break down the okd struc~

‘ture, including tradition and custom, before innovation can takecplacé

a
[y E

(page 41). This was clearly illustrated in the relationship of

Personnel with %he women's group. The dominant-submissive posture -7

- \, ,
had to be broken or the change process would have been halted by

. bureaucratic delays. This relates also to Stone's notion (page 39)

of the cumulative effect of discrete innovations. Once the women
E 0
challenged Personnel and sent their memorandum to the Director; they

challenged the EEO Board and sought assistance from outside groups.

-

This was an essential step if they were to carry on the change process.

118 .
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In planning change in other\Federal agencieg, a careful investigation

should be made of the géiekeepinggfunetiOns of Personnel and the rela-
. » ) ) ‘

[N

tienship of Personne} with employee groups.

<

b .
-
Set Realistic Expectations

3 ' . . .
Several authors stressed the need to set realistic ekpectations

(Pareto,; Mann and Neff, page 52), and fo-understand_ﬁhqt effect does

<3
not follow immediately on 1its cause. If this isn't'recognized, the

‘ . / i . '
project may be abandoned prématurely. For example, some of the respond-
L I '

¥ T
«enfg expected wide-spread reaction from the Grade 12 Report. The?‘were

" disappointed by the initial response énd haq to be reassured.. Provid-
. ~ ﬁ -
ing reassurance 1s an important part of the

change ‘agent's job. This

v

person must also be constantly aware of minor‘changés that can be. fed
back into tﬁehsystem. The(change\process 1g one of small incremental

gains; there are few dramatic incidents.
i

Utilize Leaders
» - 4 ]
Miles (page 53) suggested that participation of the mamy does not

preclude strong leadership and Guest (page 54) found that change estab-
lished by forceful leadership continued to remain in effectyafter the

4

leader haq gone. The guthor found that info:mal leaders assumed a
catalyst role in the project. Later the leaders. of the women's organi-
zation toék cggtfol of“;he change process. This transfef was é sig-
nificant event.. It provided a basis for continuing change and feedback
through the established comm;nicatigﬁ‘hetwork.

Of the seven concepts discussed abové, the author place$ greatest
mephasis on the’firét and thg last. Major change shohld not be’
attempted without the 8upport.of top managemeﬁt. Itkﬁould be better )
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‘leaders in the organization. -
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‘.

to attempt small chidnges and use success to stimulate management's

<

gsupport. The use of established 1e5ders increases tﬁe-potential for
succéss of the change process and for continuétion>of the process after
the change agent's role-is played out. Thus, the chénge process has
little chance of beiﬁgrimplemented.withou; the support of.gop management

(-4

and hés little:chénce of, being continuéd without~the,paf¥iéipation of

‘. [

‘.

‘This’discussion has served to point out the maj;r areas where the
change process in the study parhileled the_lite;atﬁre. Many other con-
cepts of change thegry wefe also dempnstratéd. 'However, the author

felt that the incidents related to thesé seven are likely to be ;epeated
ih.any Federal agency that?introducés a change process to alleviate
discrimination. |

This section has dealt with general conclusions of the study in .

r

terms of change theory. In the next section recommendations are made

p

for furthering the effects of the action research in the study agencies

and for generalizing results to other agencies.

‘Recommendations P

-

The study was an initial step toward the alleviation of preju-

dicial barriers to career advancement of women. The findings ipdigate
¢

vt
that the study was successful, as intended, However, the next ep

must be taken. Results must be fed back into the system to stabilize
the gains and introduce new changes. Even as the study endgg, this
process had beguﬁ. Fot example, the Director decided to hold an open
house at the agency for all employees and theif families. " Hot dogs

and other refreshments were to be served. The author geized the

2 &

-~
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.opportunity to reassert the study targets (see note to the Division ot
Chief in appendix XI).

There are other recommendations related to the continuation of

«

the action research. For example, continued efforts must be made to

"4 gain top management support for alleviating sex discrimination im
hiring and promoting women. As the climate improves in this af@a, an
attitudinal survey of women in grades 13 and 14 should bé undertaken.

The benchmark data from the Grade 12 Survey should be utilized

for conducting sample surveys on the various attitudes expressed in the
earlier sur&ey. These woulderovide a monitoring service for maintain-
. ing the targets at the new levels and for feedback into the system.

-The women's organization needs to grow intermally and to gain

2
affiliation with women's organizations in other agencies, in order to

P increase its power base. It should become the main vehicle for con-

n

tinuidé the change process.

-

4

\ The author will search out opportunities to-presenE/;he study,.
[}

& .
and incidents in the actidn research, to encourage change in other

s

Federal agencies. Although the focus of the study was alleviation of

3

: -
sex discrimination in employment, the emphasis in the future will be
on change to improve the quality of life for all emplnggfi_through . . -

fair employment practices for all.

/




APPENDIX I

. v
Name of Division~™

Scrccnir;g Quest fon:

1.

r

CONTINUE IF PESPONDENT 15 GRADE
OTHIRWISE S¥iP

. , °

So far as you know, h.pve /1d£ 13 pos ftions

Jin your ficld been, fl] n the las sar and
Ja '

114

GRADE 12

.

7

SURVEY QYESTIONNATRE
» f' ‘

what is youx pr%t SR

If Grade 12:- How lengshave
you been in _yrade?

rade?
/

12 AND HAS BEEN IN
TG ITEM Y. o

-

~Where were you workimg vhen you were promoted

to Crade 127

Name of d]Vl iun:

after it was filled?

2.
a half, that fs since ary 19747
"2a. Do you hlnk you Jere QJd]ifLC for that
: (or thos'e) p091tion(s)7 -
CHECK ITTM A .
IF NO TO 2 GR 2a AND LESPONDENT ILAS BEEN IN
GRADE TOR LONGER-THAN 2 1/2 YFARS:
2b. When was the last time you vere aware ‘of
- an opening at grade 13 for waich you felt
qualified?
»
»
¥
3. Cag you romvmber the title or a qucrlptlon

of the most recent grade 13 opening you felt
qualified to £1117?

.

3a.

[

—

!
year:s /wonths

GRADE GLE YEAR OR LOKGER.

1] The division
2 [JA-different gigvision
27

1[0 Yes - Ask 2a
20 no

30 ven't know |

IDY(‘ -Sﬂiptu?
D ?‘n'— Go to Cheek ItL"\ ’\
10 s .

Skilp to e !
ltem A T

~: L t.n(vv \) NS

%.(Date)
1[0 Never - Skip to 9.

1[0 Yes - Ask 321}
2 Nc - Skip ¢

What kind of opening was it:

’

Did you henr about the opening before or /

Were you considered {or the position?

B

Sa.

1[] Before

2] After

30 bon't remember

}
/

1] Yes = Ask Sa

2[00 No - Skip to 5b

30 bon't know - Ckip to 6

How dld you learn that yoix were congidered? (Answer, then skip to 6)
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. e oL 115 . o
- ! ’ 4 ' . ¢ & .
5b. Why do you think you were not selected? 1 D.On basis of qualifica-
, . - . . ' ' ' tions or performunce
- Verbatim'‘rcasqn: ' 2[J0n basis of age
. . - - 4 ., 3[JO0n bLasis of sex . - N
- e . IR , : : ) 4 () On basis of color or race
% - > g , , 5] On some other basts
v y ¢ ! ; (IR T ' . .
= . 4 6 [J Don't know -, e
. 6. Was thesopening in your present d1v1.,10n or 1 [J This division :
in another one" B " 2[J Another division
. . _ L , .
. 7. Do.you know vho was selected for the position? 1[]Yes - Ask 7a-g
W . ® . ' . 20 No .~ Skip to 8
A ;,..,.__p" . ) ° .
‘ . ~7a. What is the person's approximate age? years
7b..  And how does that compare with ‘your age? ) years .
A . - - ' < QY
. . o Person selected is:
. .. , o 1.0 Much older
‘ 2 [] Somewhat older .
‘, 3] About the same .-
' . : i 4[] Somewhat younser
o ’ 5[0 Much younger ¢ ‘
; . ' . ‘ :
e 7c. 1Is the person a man or woman? . 1 [ Man /\ . ‘ ’
’ ~ ‘ 2 [J woman
p 7d. What is the person's color or race? 10 white o
i i . . - 2 D BlaCk . ‘a
) : Lo : 3 other
. 7e. So far as you know, what were the 100 Incunbent promo‘tedk
. ‘p.érson's principal qualifications for - - ZD Education
o « the position? ® ) 3 [J Experience,
L : ) ] o - 4 [J Member of in-group
Verbatim response:” 5[] Gthet
. "3 ,
7f. Do you think the job description vas L Yes®
rewritten or tailored to the person's - 2 [ No
qualifications? ] 30 Don't know

. 7g. Do yop think that-you or the incumbent . 1 [J Respondent
. was better qualified {or-the grade 13 : 2 [J Incunbent
position? 30pon't know

- 123
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SN |
/ . - -
' M‘ 1 . B ~
8. Some pcople who are passed over for pro- 21 [ Actively locking - Ask 8a
mogions no longer scek them. Would you ‘=ay 2 (J Just hoping - Svip to o
o ‘you are ncw actively looking for a grade 13, 3] Prefer presvut assineeat
‘ " just hopin& for one, or have decided you and grade - Skip[te Sc /
prefer youl present assignment and grade to ’ a
any. promotion you might get? //'
t 8a. Whal kinds of things are you doing? 1] Taking courses
. : 2 [0 Going to Persdgnnel
o ' \ ‘ 30 Applying forzskncwn operings
) ' © 4 [Jother kinds ¢f things
- ' . ) Describe plepse.
- 8b. What (other) %kinds of ‘things are you 1 (] Take coursgé
a/ considering or planning to do? 2([J Go to Persounel ,
: 30 Apply for kuown. - Skip.
: - . ° openings to-9
. g ) : 4 ) other - Pescribe' o
e * ‘ R _ . ' please.
v ,L/i . . '
, ] )
™ 8c. Is /there any particular reason why you 1) Yes - Ask 84
are not seeking job promotion? 2[J No ~ Skip to 9
. '8d.. What is the reason? 1[] satisfied with present
‘ . ' , ' ‘assignm
, . Verbatim: . . 20 Don't like rat race
' > - 30 Not qualificd
' ) 4 [ other ~ specify
9. . Has the Burcau done anything to help 1[J Yes
»prepare ycu f{or promotions? 2 [ vNo
&-%‘, .
10. Have you taken any management courses given - 1] Yes ' '
by the Byreau? , . 2 No
’ A
11. Do you think that taking management courses 1) Yes
helps people get pro.motions? 2{JNo
' -
12. 1Is there anything (more) you think the Burcau 1 DYes ~ Ask 1'7a
might do to help pgople like<you get - 200 ' Skip to 13
promotions? . . ~»3[J Don't know
—?
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B © e, , P‘ ' {f\ . \
12a. oWhat.things xfxight the Bureau do? o
T ‘ Verbagim: _°
= —~
9 '\ L '.“\ - N { ’
K ‘ox . . - C.
. g
13. Think about your whole career at (a’gency).‘
! Have you ever felt that you were discriminated
against» because you are a woman?
13a. Could you briefly describe the situation
or incident? ‘ . "
. Verbatim: B -
¥
- . -z
¢ 3
. S * END INTERVIEW
[
- 7
. . .
. /
g4 ‘ s
’ &
[Py
i
-
. 1295
- b “
. o N . )
- ERIC | \ :

A .1 Tox rovided by ERIC

[

1 Jves - Ask 13a

- 2 [to - ENDYINTERVIEW
¥
‘ A
\
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~ APPENDIX II Instructions to~Gra§e 12 Interviewers 7 &

PROPOSED INTRODUCTION FOR GRADE 12 SURVEY (EEO)

e Introduce self and ask for respondent .by name. "

p The official (agency) equal employment opportunities plan callsj for
moving more qualified women idto management level positions. . With.
this in mind, the EEO director for (agency) has worked with us in

planning a survey of all GS 12 domen to find out whetﬁer they have

been/given opportunities for advancement.

The(%esults of this survey will be provided &o the EED director and

to Personnel Division in_order to assess the current situation and
. “ 4 :

implement the provisions of the EEO plan.

e Everything you say is confidential. Your name does not appear

on the questionnaire and there is no code assigned to you.

24 .
“ e Nothing you say can be tied back to you. If there is any ques-

tion you don't want to answék, just tell me. And if you have
any questions as we go along please stop me; I'll be glad to

answer them. - -




APPENDIX LII Survey Tabulation

»

' GRADE 12 SURNVEY TALULATION }/

| ' Question

How long have you been in grade?

1. ¥here were you working vhen you
were promoted tq/Grade 127

]

2. So far as you know, have any
grade 13 positions in your field
been filled in the last vear and
a half, that is since January 19747

2a. Do you think you were qualified’
for that (or ghose) position(s)?

-

» —

2b. Vhen was the last time you were
awarc oi an optning ot grace 13

for which you felt qualified?

3% . Can you remermber the title or/a
description of "the ‘most recent
grade 13 opening you felt
qualified to f£ill?

4., Did you hear about the opening
before or after it was f}lled?

5. Weré& you considered for the
position?

5a. How did you learn that you were
congidered?

i

.

1/ No imputations weve made; NA's
reflect incomplete items and
-refusal cast

Response

Less than 1 yr.

1wyr.

4 yrs. and more
Total

This division

Different division
Total

Yes

No .

Don'i lknow
‘Total

Yes

No

Don't know
Total

Never

Yes
No A
Total

Before

- Afrter

Don't Remember
Total

Yes

No '

Don't .know
Total

Letter 4
Interview with
supervisor and/or
Personnel
Total.

;o C s 127

to 3 yrs. 11 mo.

No. Porcqpt
38 31
54~ 43
32 > 26

124 100
74 86
12 14
86 100
47 55
26 30
13 15
86 100
33, 770
10 - 21

- 4 9
47 100
28 -
39 76
12 24
-51 100
21 41
28 55

2 4
51 100
11 22
22 43
18 35 .
51 100

7 64

4 36
11 100
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-

. ) | Question
L

S5b. Why de you think ycu were not
selected? N

N

6. Was the Opening in your prcsent
division or in another one?

7. Do you know who was selected
for the position?

aw

/’

7a. What is the perqon s approxi-
matc age7

. : r”
7b. And how does that compare
with your age?
: ;
. . . 31:'} ’
§

)

"

7c. Is the person a man or a
woman?

. .
<
AN

7d. What is the person's cof,
. or' race?_ ;

Response

Qua&ifications/
Performance
Sex
Color/Race
Person already
selected
Administrative reazons
Other
Don't know
[Total

This division
Another division
Not ascertainable

Total

Yes

No

Not ascertainable
Total

Under 30
30-39
40~49

* 50 and over

Not ascertainable
Jotal

Much older

Somewhat older

About ¢he same

Somewhat younger

Much younger
Total

Man
Woman
Total

White

Black

Other .
Total ) /1‘

No. ‘Percent
1 4’
1. A
3 14 ¢
9 41
3 14
2 9
4 18
22 ‘100
33 65
9 17
9, 17
51 99 )
33 65

T4 8
14 27
51 100
8 24
16 40
2 ) €
2 6
5 15
33 100
1 3

. 6 18
14 43
6 18
6 18
33 100
22 67
11 33

33 100
29 88
2 6
2 6
33 100
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Question Response ' No. Peyceent ¢
7e. So far as you knov, vhat were Incumbent 11 24
the person's principal qualifi- Education . 3 7
) cations for the position? 1/ Experience ) 12 27
. , In-group " , 5 )
‘ : ' Don't krdow ‘ 5 11
) Result of complaint 3 7
"Given more 3 7
; oo : © “responsibiility" B
¢ - ' Latefal 2 4
v 4 .7 Tenure 1 2
- Total < 45 100
, - . 7f. Do you think the job description Yes 9 28
oY was rewritten or tailored to the No 12 ° 36
- person's qualifications? . . Den't know .12 36
. Total & s 3? . 100
7g. Dq you think tlial you or the Resppndent 5 . 15
A incumbent was better quafified - Incumbent 13 o 39
N ~ for the grade 13 position? ' Don't know 15 46
) : S iz i Total 3% - 100
) " R .
8. Would you say you are actively Actively 22 43
looking £ar a grade 13, jueti Hoping 7 4 33
. hoping for onme, or have you Prefer present - 7 .14
. oy decided you-prefer your present Not ascertainable 5 10
assignment and grade to any Total ‘ 51 100
promotion you might get? ) : e : e
B8a. What kinds of things are you Taking courses ' 10 28 -
doing? 1/ . - Going to Personnel 4 " 12
- . Apply for openingg 5 - 15 "
« Upgrade current job 6 18 . _
- o Asking persons at 3 9 ‘
" Burcau : . , N
’ ~ Trying to do a good 2 6 ‘
s Co 4ob where I am
= Talked to'supervisor _ - 2 )
] \ Other ' -2 6
) .o . Total 34 100

1/ More-—than one recason given in some cascs
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LY
Z Question

-

111 0

“8b. VWhat (othcr) Linds of things
are you considering or planning

8c.

' 8d.

10.

11.

12.

to do?

1/

Is there any particuiar
why you are not™seeking
promotion?

What is the reason? 1/

S

. .Has the bureau

122

reason

a job

done anything to help precpare

you for promotions?

e you taken any management

rses given by the Burcau?

Do you think that taking
management courses helps people

get promotions?

Is there anything (more) you
think the PBurcau might do to

help pcople like you get

promotions?

Response

Take coursces
Gg to Perscnnel
Apply for openings
Nothing )
May leave Bureau
Finish Ph.D.
Tried EEO '
Other

‘Total

Yes

No

Tptal

Saticfied with present
assignnent

Don't 1like rat race

Not qualified

Doesn't want responsi-
bility

Will soon retire

Other

Total

Yes

No

Not ascertainable
Total

Yes

. No

Not ascertainable
Total

Yes

No

Don't know

Not ascertainable
Total

Yes
No
Don't know

" Not ascertainable

Total

~

AwWwN

N W W

5z
64

124

42

77
124

41
61

16
124

66
25
25

124

-\

———

1004
92

100

-

100

4z
52

100

34
62

100

33
49

13
100

53
20
20

100
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Question

-

12a. What things might the Bureau
do? 1/ ;

P

D

13. Have you ever felt that you
were discriminated against

because you are a woman?

(1)

(2)

(3)

Truining

6 Encourage training/
provide experience

o Special effortsufor

women in ‘upper age

~ groups

Communication

& Publicize’job open-
ings better )

o Job counselling by
supervisorg/other
Bureau staff

e Other

Discrimination

o Eliminate/
enlighten super-
visors who
disc¥iminate .

o Fairer considera---
tion of individual
qualifications

q@ Fairer prdmotion
practices

e Review job descrip-
" tions/better job
classification

Yes

No

Not ascertainable
Total

No. Percent
36 33
33 30

3 3
33 30
17 16
12 11

4 4

40 37
15 14
10 9

7 6

8 7
52 42
65 .52

7 g
124

éggiﬁ?loo

\




APPENDIX IV Policy«SCatement on the Use of Generic Pronoun

MEMORANDUM FOR All Divisions and Offices
FROM: (Chief Administrator)

SUBJECT: Non-Discriminatory Language in Employment Related
Correspondence d -

In the interest of furthér demonstrating our commitment to equal
employment opportunity, we should stop using language which may imply
gexual bias. Correspondence and documents intended for a general
audience should be free of words or phrases which might imply or sug-
gest any form of discrimination to its readers. When wrifing or
revising correspondence you should avoid possible sexual stereotypes.

The generic terms "he' "him'" and "his' may confuse readers, suggest
stereotypes, and infer subtle forms of sexual discrimlnatinn Avoid °
using such terms by substituting appropriate words and rearranging

the sentence. If these terms must be used, then include both the
masculine and feminine genders. - '

Following are some guidelines that may be used to help resolye the
_problem of possible discriminatory writing. These are not all inclusive
but they indicate the general direction in which we want to go.

1. Refer to the person's organizational- position or title rather
than to the sex of the person holding the job.

NO Assign two girls to do the editing.
YES Assign two assistants to do the editing.

NO The man on the floor will correct that error.
YES The techniciam on the floor will correct that error,

2. Use the élural form so subsequent pronouns will be in the
inclusive third person.

NO When an instructor encounters this situation, he should...
YES When instructors encouynter this situation, they should...

3. When the sentence makes sense without using the pronoun, delete
it from the sentence. )

NO Progress must come from the employee himself.
YES Progress must come from the employee.

4, "One%.or "person'" can often replace the gender-related pronoun.

\ NO To be considered for a supervisory position, he must...
YES To be considered for a supervisory position, one must.
YES To be considered for a supervisory position, a person
must... )

3

. 132
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APPENDIX V Excerpt from Letter to Chief, Personnel Division,
Dated 5/5/75 .

' 9
Subject: Follow-on Effort to 1974 EEO Plan

N

The (EEO Officer) told me that you are interested in our follow-on -
effort for the 1974 EEO Plan. We're delighted with your interest. I'll
try to summarize our effort here but I'd be most happy'to discuss it
moré fully with you. Hopefully our findings will be of some value for
(agency) training.

o

BACKGROUﬁB//V ‘ - !

On March 12, (EEO Officer) presented a review of the 1974 and 1975 EEO
Plans for (agency). As I recall, (Chief Administrator) attended also.
Some questions were raised about the goals for Grades 13, 14, and 15.
A number of persons were interested in a follow-on effort to see how
women perceive their chances of promotion into Grades 13 and above.

Pursuant to this we obtained the names of women int Grade 12 positions
in (agency) with the idea of obtair/ing information on attitudes, particu-

larly abput opportunities, prepara , and training for managerial "
positions in government. -
IMPLEMENTATION

»

The attached questionnaire and tally sheet were prepared for interview-
ing and ganeral discussion with women {n Grade 12 positions in (agzency).
(We hope to conduct similar discussions with women in ‘Grades 13 and lé
later.) Persons in Field Division and the clerical division were omitted
because of differences in their situations and becauSe of logistics
problems.

This was a combined effort of persons in (women's organizatiqn) and FEW
(Federally Employed Women), who work in thirteen different divisions of
(agency). In addition, we've had good advice from various men and
women in (agency).

RESULTS

I understand that most of the contacts have been made. If the data is
available we plan to tally results this weekend. (Women's organization)
would like a presentation at their lunch hour meeting on Wednesday,

May 28. - You are most welcome to join us or we'll be glad to discuss

the findings with you. %//
I plan to write a report on the fesults.

There is one sad piece of information I have heard expressed several
times since 1 started this effort. It is that women are afraid that
their supervisors may rgtaliate‘against them if they express discontent.
This is wholly subjective, since it represents information volunteered

133
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126 ' 4? ’

4t random. However, if it is representative, this has real implications ~ --
for women in management positions and in any work in.government. In

terms "of Maslow's Hierarchy, if women are operating at the Security

. Level, (agency) is being deprived of creativity, integrated endeavor,

. and many other positive attributes. -

I hope our effort contributes in some positive way to the enrfichment and

cenlargement of work in (agency). Please call me if you would like
" further information (x35417).

.

i

134 :
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APPENDIX VI Grievance Letter

May 22, 1975
MEMORANDUM FOR All Employees
From: (Chief Administrator)

Sgbject: Assuring the Integrity of the Merit System

President Ford recently stated his determination to keep the '"Federal
Career Service just that--a career service in which men and women can
be accepted in the first place on their ability and promoted on their
merit". The Departmenf, as well as (agency), has taken a number of
steps in recent times to support this objective. These steps have been
intended to correct operating practices, whether willful or inadvertent,
wvhich are inimical to sound merit system operations.

It is considered extremely important also that all employees have
readily available means of. assuring themselves that merit system integ-
'rity is being maintained at the worksite. As emphasized by the U.S.
Civil Service 'Commission in guidance isbued to all Federal agencies:

"Employees who have a basis for believing that personnel -
laws or rules are being violated, and the matter is not
appropriate for the grievancec or appeals procedures
(emphasis added), should know that there is an official
within*each department or agency to:whoém they can provide
the facts, without fear of reprisal and that appropriate

. inquiry and action will follow."

In line with this advice, the Department has recently designated
(appointee) as the Department's Merit System Representative. Any
employee who has information that he or she believes meets the criteria
set out above, may provide the facts to (appointee) without fear of
reprisal.- He can be reached in (address and telephone number).

5
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APPENDIX VII Report on Grade 12 SurQey

.

SURVEY OF ATILTULLS TOWARD FANAGLMINT ARD SUPERVISION

\

"

REPORT TO: (Name), Dircctor
’ Equal Employment Opportunity

Preparcd by: Committee for LFEO Plan Follow—ub Activity

.

This report presents the results of our joint cffort to investigate
attitudes on management and supervision hield by wowen in (agency), and
how these women pvr\elve their ChdnC( of advancement into management
positions,

3
During the past month a survey was conducted with woren in Grade 12°
positions in.(agency) and (agency). Background inforoation appears in
Section D. Tabulated responses and questiounaire are drtached. A
sample of verbatim regponses on discriminagion (questionnaire itenm 13)

-~ gnd on sugpestions, for improving opportunities (questionnaire dtem 12y,

appears on pages 7 and 8.

.

A. WHAT DOLS THE SURVEY SHOW?

1. Overvhelningly, respongontq display a positive attltude toward

(ub\,n\,)) o desire to ‘SAA.I Conpoetenoe snd Lhe o """“‘." o

Pt
function fully in their jobs, and the will and determination
to move ahcad.

.-

2. Ovegyhelmingly, responses show that discrimination

- gencrate‘ from incompetent supervision; and . .
- resultv in underutilizcation of profc‘vlonal personncl.

This is a loss of economic resources and a waste of the tax-
- payers' money.

o EXAMPLES of competence and incompetence

Following are twoy%ontrasting cases reported in the survey,

a

SITUATION 1: ' . , ‘

..When I came to this branch T was the only woman.
I felt that my supervisor failed to take advantage
of my expericnce., I had to ask for responsibility,
Now that I havesproved mysclf I have-plenty of
responsibility. .

—
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. ' oo  SITUATION 2:

N . ...My. supervisor. said I should take more initiative.
S ‘ ‘ When T asked him to explain this more he said, .
: ' "Why don't _You just ‘get pregnant andzﬁult‘“ ‘ ae
e, : o In each case the supervisor initially related to the woman
subordinate #h a biased fashion. HOhever, °

) - + = the first supervisor had the potential for growth and
responded in a mature, profes%ional manner. The result
is a productive, highly motivted employee.

- the second supervisor failcd to assume the role of
supervisor. His incompeténce resulted in a dissatisfied,
poorly motivated .emplgyee. - .

B. OTHER HIGHLIGHTS

P «“ »

! * 1. There are communication problems related to job openings, job

: T /gﬁalifications, and whether or not a person has been considered

for a job. (See questionnaire items 3-6.) C

e o About 30 percent-of” 'ﬁ%\re°pondents fecl that improvement
o is essential in this area - sce item 12.

1 : . "o In considering the most recent JOb openlng that a respondent.
knew about and felt quallfled to fill

- .-
. .

~ over 50 percent heard about the job after it was filled;

’ ~ about 35 percent did not know if they were con31dered4
. \ : for the position. ‘ - '
The pity is that in at least 65 percentyof the cases the
position was 1n the 1espond°nt s own division.
. o 2. There are discrimination. problems. (See questionnaire items .
- - 7€, 7g and 1tem 13 ) : ’
. ¢ Of those who knew the person who filled the "most rocent
. ’ .job" (referre? to in the item above)
i o
- 28 percent felt that the 1ob description had been rewritten
or’ tailored to the person's qualiflcatlons,
- 15 pergent consider themselves better qualified to fill
R the positicen; another 47 percent did not know which person
, ,l " was better qualified. (This reinforces the necd for |
o ' better communication about job promotious.)

4 L]
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¢’ 42 percent of the persons interviewed clalu that they’
have been subject to sex discrimination in (agency).
0 Ve batim cxamples of discrimination appear on page 7.
- ~total of 78 illustrations were recorde 1n the survey.
These have been classified as: k

a . oo

T g
. (a) Gencral Attitudes’ (30 examples) ST

Y

S

...Division Chlef said that he "couldn't even get a
promotion for a man with a wife and child."

{ (b) Administrative Manifestations (22 examples)

...promotion denied because I was not ‘'seasoned enoush”
and then a promotion to another branch was b{ockcd

e

'(c) Supervisory Attitudes (13 exd@ples)

...assistant division chief says
qualified to hold his jo

at no woman is

- 1

(d) Supervisory.Practic (13‘examp1es)
« « MYy Super feor frequently consults someone else for
. ’ expla 'fféu of procedurcvs and definitions relating
project. The peopleyhe consults usually ask
This behavior maye+be interpreted as. incompetent
as well as discriminatory. '

3. There Are suggestions. _(See questionnaire item 12.) Some

expréssed bitterness but most respondents reacted insa poesitive .
finer. = They are asking for respensibility and the opporturnity
to achieve. (Isn't this a RIGHT!)

Illustrations of verbatim responses appear on page 8. There

f,// were a total of 109 suggestlons which have been cldssified as:’
. vl
” . (a) Desire for meaningful\nanagement courses and counselling
' (36 suggestions)

O

ERIC

Aruitoxt provided by Eic:

+
-

...why can't management courses be taken at a lower level
than GS-137 ,

4

...force divisions to be consistent in encouraging train-
ing of its employees.

-
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.

- d (b) E]imjnnte/an]ighten uwerv1°or§ vho dl,crlminnto
(44 suggesticons)

[
H

«..get rid of people like division chief yho says women
- are tied to their husband's joh, (so) he's not
interested in hiring or promoting them. = .
. ¢ ®
?,..take caution regarding the placement of persons in
- ' - supervisory positions who are incompetent, and are
prejudiced against women supervisors.

...we should not be assigned only clerical-type jobs.

«..change supervisors - don't put in male chauvinists
...first line supervisors somctimes discriminate;
Bureau should examine each case individually.

(¢) Better communication on job openings and worlk potemtial
(29 suggestions) ’

« « . conduct desk au21ts annually to see 1f (I,am) d01ng
the same work as a GS-13.

«..(provide) personal interviews and counselling by
Y senior staff mcmbers. \ "o

' . ..the Bureau should take steps to see that older WOﬂEb,
‘ who have been by-passed over time, are glven ecaal
opportunities. . - )

. . . ««sSupport more studies like this one.

C. WHAT CAN (AGENCY) DO? : o 4® .

P 1. Train or get rid of incompetent supervisors. =
v e Stop subordinating Lhe supervisory functions of a technician-
supervisor. .
. i)

- A competent technician is orne competent technician.

~ A competent supervisor develops a staff of competent
technlcians.
o Creatc open-ended positions for technicians who do not want
to assume supervisory functions. Why limit these positions
to retirecs? .

a . - L -
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2. Provide a climate where good management practices are knowa ne
and expected. ' :

6 Discrimination is often the product of 1gnorance.

T * - Managenent courses provide theory, such as The Len's .
Modcl for Socialy Adaptation and Hertzberg's Hygiene '
Satisficrs. No gemager has the privilege of being
ignorant ‘'of cffective management practiees. .
o From top management down (Repartment) and Civil Service courses
should 'be given proper recognition.
, 4 i } o .

- Cet rid of division chiefs who cling to aurshoritarian
leadership and bel<ltile management courses tnat deal with
modern practices and enlightened motivation. They com-
municate their ignorance to lower level supervisorsw

)
' ' - Hold divigsion chicfs and the assistant chiefs responsible
for the incompetence of their supervisors.
. 3
3. "Develdop dynamic courses for junior professicnals. Grade 12 ,
women want training; they want the opportunity to learn cifec-
‘ tive management practices. ~ g
- Dave junicr professionals participate gn seminars in which
' . they present and discuss the material they learn in-the
courses., . :

.-
-

. - Hold—geminars "at which participants show how they have
implc&gnted (or seen implemented) what they learned.

. 4. Implement the suggestions in this survey. (A copy of all 109

. suggestions can be obtained from the EEO Director.)

. . e When a person is promoted, show why that particular person

’ was selected. .

- Put it .in writing. Compare each candidﬂic's qualifica-
tions. See that a%&pibutcs were fairly cqnsidcred.

- Provide guidance and traininglopportﬁnitics for persons
not selected. . 7

5. Review all grade 13 positions filled since January 1, 1974.

' -~ Where ever a woman has been denied a promotion for which she
is amply quaiificd, give her tap priority for the next
opening in her field.

a o 140
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- Vhere ever a person received a promotionsbased on a
tailored job Adescription, cronyicm, or in other ways was
hand-groomed for the job,, provide special opportunity

for a well-qualificd woman to be promoted wuthn the R

next sxx months. . . /
This ls affirmative action - promoting qualified women into
jobs that have been denied .them and trdining women for JObS
that have been dCﬂ]Ld ‘them. -~

'}

D.. SURVEY 'P.-.'-.CI(GROUND .

l -~

© .
.

This pYOJUCL was an out- rro\th of a. (womends organization) presentition
‘on the ]97/ 75 LEO Plans At (uhongv) .The plans ,set certain goals for
promoting‘omen in Grades 13, 14, and 15, Scveral persons were interested
in a foldov-on effort to see how women perceive their chances of pro-
mogibns into grades 13 and above. ‘

.Durlng the past month a survey was conJuctcd with woren in Crade 12
positions 3n (agency). (We plan to extend this to grades 13 and 14
shortly.) "Persons in Field Division and (clerical division) were ozittc
largely because of logistics preblems. Attempt was made to contact the
other 151 women on our Grade 12 list. .Of these, 124 were still eligible
and available for interview. One hundred and twenty-three were inter-
vicwed; thore was ene refuszl. .

In general, respondents were asked about opportunities, preparation,

and training for managcrial positions. There were also questions on

perception of discrimination and suggestions for managemeht practices
related to promotions. ’

Verbatim responsecs were tabulated separately. Discrimination responses
(item 13) were scparated into two groups;. (1) those that respondents
have expericnced in their present division and (2) those that were
"ever-experienced."”

E. WHAT NEXT? 'ﬁi

Mr. (Chief Aqijnistrator): )
7

Our Executive Board would like to meet with you or your representative

to see whal proprams can be developed dlong the lines that we have

suggested, or any that you sugpest.

Mr. (Personncl Chief): ¥\- N
We would lilin a list of (agency) women in grades 13, 14, and 15, so that
we can continue this survey Into the threc top levels. These are tihve
areas in which the EEO plan has been least effective in the past.
[ 4 . - @ '
¢ I
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13. Think about your whole career at (agency). \
Have you zver felt that you were discriminated

against because you are a woman?

. 13a. Could you griefly describe the gituation
! . . or incident? » : ‘4~_‘_J
i - 1b

t Pfomotio
. bject mattef
1ing with my &Y the
etings dea g1s the woman will get

: to me
allowed to 80 ; deal 18
T ead noin;s on the whole, given t q
assignm .
poorer work assiénment.

1d the diyision
d my transier

another position,
romotion PTOSP
he held up ™

[} . ’
-.1've received other recognition but no promot fon ]

LAY isted a ma . .
. n o : - .
he«recommended me "8 Particularly difficule job. 1w
POSition (G5-13). 1p L MOSt kiowledgeahle nepucy . "¢ left
P Jo. wds “iv=' L SN to~ 4 0l HU SCC his
LUE work, ¢ eiVen Lo a man who xne
wi W nothing aboyt

G

...Current supervisor doesn't try to give me interesting wérk or work
that will get me anywhere. Another woman in the branch was given no
work at all. I am the only woman in branch now, and I am leaving

s branqp. Supervisor has difficule supervising women admittedly.

- -
A ¥ D /

v
S »

more menial jobs res i
cesulting ip 1
. than the men (4 a longer time betywe ;
. in e en ro
N i ( comearable jobs). Promotions

.«.In the previous division in which I worked I felt that all women
were discriminated against. ‘

- - Women were not included in meetings on projects they were e
supervising. - - 1 ’

- Women in grade 13 did the same work as men at‘grade 14,

- It took longer fog women ‘to get promotions.

v
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14
4
.

Ie there anything (more) you think the Bureau

12.
might do to help people like you get promotions?

Rather
- ass-baclkward. if
— romotion is S they notily
—o's policy of mexr3t %at a position 18 open ot selected.
...The Bures g the employee © £i{11ed and you were 7 -
been

n notifyin

I h d p- g N p
g

stuff. I don't
. understand 1
and thei nd job classificationg :
4 and job descri
: Ptions

d g .

¢ personnel.
'
Encourage training. I feel very 1ittle’aid has been given Y"‘——————

r

by our branch chief.

.

...Post professional job vacancies.l

. .Examine each job to determine if it has been filled only by men

and, if so, determine why this has been the ease. Forced to
_answer this, women might be considered more readily. for a particu-

lar position.

know (or

oted is by who you

)

he way you get Prom

...Many times t
who knows youJ- / — |
\ ho have been
“ that older women, W .
1d take steps to see
e assed Shot ‘are given equal opportunities. 1t doesn't'
b en and promote them rapidly.

by-passed over time, :
help our situation to bring 1n young wom

t;' Fairer consideration of individual qualifications.

...The availability of information on training opportunities
varies from one division to another. .

143




. APPENDIX VIIT Memorandum to Chief Administrator

: v
July 14, 1975

' * MEMORANDUM FOR: (Chief Administrator)

. From: (Jomen's Organization) . ///// )

Subject:. Improving Opportunities for Emplgyee Advancement v ‘

-

sThe (women's organization) is pledged to eliminating all forms of dis-
crimination. We feel that this can best be accompligshed through insti-
tuting various changes within (agenoey) that will make the system more

. open and improve the flow of communication. As a consequence of the
recent report on GS-12 women employees and our experience with a wide
variety of employee concerns at all levels, we are making the following
recommendations.

o 1. Posting of announcements for all competitive positions,. both
professional and non-professional, at all grade levels. This .
practice is employed in a number of other agencies and enabies
employees who are 1nterested and believe they are qualified to
apply.

-

2. Replacement of the standard nonselection lgtter with a notice .
detailing the essential and less essential qualifications for
the position and noting those areas in which the candidate fell
short. This would help an opplicant who wished te be preparcd
for such a position to take the necessary:steps. The existing
critical skills check lists could'pe adapted for this purposc.

3. Recognition of technical expertise which would enable an employee
to advance without having to assume supervisory respon81bi]1t1es
There are highly qualified persons who_have neither the ability
nor the desire to be supervisors. Maklng such tasks a require- -
ment for advancement exacerbates the problem of having unwilling
and incompetent supervisors. o

AN .
It is our opinion that adoption of these recommendations\§ou1d go a AN ¢
. long way toward improving employee morale by creating a wdrking environ- N ,\
' ment where information about job openings is readily available and
advancement is possible within the framework of the 1ndiv1duaI employees
capabilities. i ST

cc: (EEO Officer)

- - 144
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August 15, 1975

MEMORANDUM FOR: (Agency Director)

From: (Women's Organization)’

Y

Subjectﬁ Improving Opportunities for Employee Advancement

/,
.

Prior to the dissolution of (agency), the (women's organiza-
tion) compléted a survey of women in GS-12 pagitions at
(agency). In a memorandum addressed tg/ (Chief Administrator)
(dated July 14, 1975)+we outlined specific suggestions for
improving promotion and hiring procedures, based on the
findings from that survey. With the return of administrative
functions to (agency), we are referring-our proposals to
you.- In reviewing the attached proposals,. please note that
they benefit npt only minorities and womer, but every
employee in the“Bureau.

We would like an opportﬁnity,to meet with you to discuss
the proposals. For your convenience, a copy of the Grade 12
Report is attached. -

3 . i

cc: (EEO Officer)
. (Personnel Director)

1
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APPENDIX IX Organization Chart
, 1 ¢ , .
<  Agencles A and B” and Administ - ive Unit Before the Reorganization

-
2

Executive Department

. , Chief Administrator -
Agency A and B
?

Administrative
Services;
Personnel
Division;

l - EEO Office

Assistant and Associate Assistant and Associate

Directors . Directors

Division Chiefs Division Chiefs |

Agency A

Director

Chgeney B>

v Director

I 0

~

L}

Agencies A and B After Administrative Unit Ab;i}&bgﬂ

Executive Department

Agency A

Agency B

EEO Officer Director Director
8 ‘Assistant Assistant N
& Associate & Associate
Directors Directors

|

l

Division Chiefs, | Division Chiefs,

including Chief EXCLUDING Admin- -

’ of Administra- istrative Services,

“p ' tive Services Personnel. Division
Division and and EEO Office; )

S Pegponnel these services pro-

Division :ﬂded by the corre-

sponding divisions
D in ‘the Executive

Department

1Agency A m,iarger agency
Agency B -~ smaller agency

146

138 - . ~




. - APPENDIX X Announéement of Training , ) 1

SUPERVISION AND GROUP PERFORMANCE .

/

PERSONNEL DIVISION

4

WHAT : A 3-day course for supervisors. v

WHEN : November 17-19, 1975 \g « ’

WHERE : "Room 2272, Building 3

. 4

FOR WHOM: Any supeyvisor, GS 9 through 14, in the {(agency)

WHY : A supervisor today must have the ability to
direct the efforts of his employees in a work-
ing environment of ever-increasing complexity.

. 3 &

Knowledges and skills in
rela}ions, motivation, grou
organization are required as
experience.

e areas of human
process, and .
11 as technical .

The purpose of this course is to offer experiched
sup2rvisors an opportunity to develop their

" talents in particular areas and to introduce
new supervisors to a range of managemént
practices and theory.

TOPICS: ’ Some of the topics which will be covered in this
. course are:
- Motivation
- Leadership Styles
- ComZinication
l - Group Decision Making, and
- the Supervisor as Completor of Group Actions

REGISTRATION: There are 15 spaces available in this class.
Participants wi%},be accepted on a first come,
t ) first-served basis. You may reserve a space
, by calling the Employee Development Branch by
' . . October 31, 1975.

1‘1r7 o
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APPENDIX XI Note to Division Chief P

(Division Chief), \ye the Branch Chiefs' meeting. Your
. remarks on, fear and stifling communication were excellent.
There was a recent illustratien of this. "fear" tactic and
its consequences -~ involving the same character you
. referred to (he's known as Haldeman East). He used fear
of the union to close off all lines of communication to
the women's organization in the Bureau. Now —-
e two of the leaders have joined thefﬁnion (and, of - °
cqurse,'have‘become leaders there);

o thée group is contacting the Capital Chapter of FEW
(Fedgrally Employed Women) for assistance in bringing
a class suit against the Bureau.

The things the women asked for were aimed at integrating

employee goals with the goals of the Bureau - and probabl
o ¢ ‘would have been cheaper than hot dogs. ‘

Since I criticize, I'll also serve. .If you want a sccond
contact persort, I'll volunteer for the shindig.

Again - ,good deal on attaékingﬂfear as a modus operandi
(it doesn't work anyway!). Chester Barnmard's Functions
of the Executive (on communication) should be required
reading for every supervisor.

v
~ '

. ICM

- .
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